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Abstract 
The current literature on psychological contract and job crafting has neglected the self-
employed working group. A mixed method study executed through a sequential explanatory 
design exploring the psychological contract of self-employed associate consultants in relation 
to job crafting activities and stakeholder management. Study 1 (Quant), the feasibility study, 
executed by a questionnaire, found associate consultants have a psychological contract with 
their client, end-user and colleague type individuals and are expected to apply their expert 
skills and knowledge thus executing job crafting activities whilst on an appointment. Study 2 
(Qual) was executed by semi-structured interviews and specifically explored the complexities 
of the psychological contract for associate consultants in maintaining relationships with 
various stakeholders and how this impacts their job crafting activities. The focus is about 
associate consultants’ relationships which involve stakeholder management rather than just 
the service they provide. This study identified a multi-layered psychological contract which 
described features of relationship and reputation management which included going above 
and beyond and resolving breaches immediately to ensure effective delivery, along with a 
host of job crafting activities that are unique to associate consultants such as collateral 
crafting and target relational crafting, as they are a key factors in the evolution of the multi-
layered psychological contract. The results of this study can be used to ascertain how 
associate consultants can be managed better by consultancy firms, clients and other 
bodies/individuals interacting with the associate consultants and how they can better engage 
with stakeholders and support delivery given the level of complexity they deal with in their 
daily work relationships.  
Keywords: mixed methods, psychological contract, job crafting, stakeholder management, self-employed, 
self-employment, collaboration 
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Preface 
Background to the Study  
My interest in this topic came directly from my career to date; as a self-employed 
occupational psychologist, I am grouped with those that work in the field of HR which includes 
trainers and management consultants when working on client projects. This research 
concentrated on a niche group of associate consultants who work in the arena of occupational 
psychology and HR, partly because I have access to them but mainly because this type of 
working context is becoming popular as more and more people are working in this way, thus, 
making them an exciting and appropriate group to explore my research questions. This type of 
self-employed individual contractor is known as an 'associate consultant', and "these 
professionals offer valuable flexibility for employers, allowing businesses to bring in specialist 
talent for a limited period" (Von Essen, 2014 quoted by McKeown, 2015 p.125). Upsurges in 
organisational fragmentation, cross-boundary workers and requirements for creative applications 
have led to an increase in self-employed individuals (Vaiman, 2010). According to the Office of 
National Statistics (ONS) 2019 Labour Force Survey (LFS), 15.6% of the labour force in the 
UK is currently self-employed. Therefore, this is an important group to research.  
Associate consultants are small business owners, 'professional experts', working for many 
organisations either directly or with and through consultancy firms for their clients, the end-user, 
along with account managers, senior staff and other associate consultants during the 
appointment, thus having multiple clients, working on simultaneous diverse projects and often 
working alone. They do not have specific links with the organisation and are brought in ad hoc 
(Borg & Søderlund, 2015; Bredin & Søderlund, 2010; Reich et al., 2013) either for the day or 
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for a particular project. As a niche group, they are not well understood by researchers in any 
depth or detail in terms of both the psychological contract and job crafting practices which are 
defined theories in traditional employment settings, although aspects of them lend support to this 
research; however, both theories need to be modified and extended to work in this context.  
An associate consultant usually has a commitment contract agreement that generally 
stipulates basics such as invoicing procedures, equipment access and, most importantly, not to 
directly approach the client's client, the end-user, within 12-18 months for direct work; this is a 
standard agreement that covers all future work. Given the looseness of the commitment contract, 
the focus is therefore on "a series of mutual expectations of which the parties to the relationship 
may not themselves be even dimly aware but which nonetheless govern their relationship to 
each other" (Levinson, Price, Munden, Mand & Solley; 1962, p. 21). Thus, the psychological 
contract which is about unwritten promises and mutual understanding (McLean Parks & 
Schmedemann 1994; Morrison & Robinson 1997; Robinson 1996; Robinson, Kraatz, & 
Rousseau, 1994; Rousseau, 1989; Rousseau & McLean Parks, 1993; Tumley & Feldman, 1999) 
appears to be a fundamental aspect for a business relationship between associate consultant, 
client and the end-user. 
My experiences of the associate consultant world helped identify, highlight and define a gap 
in the published literature illustrating a real practical need for this research. For me, networking 
became a form of job crafting as well. I knew what type of work I wanted to carve out for 
myself by pitching relevant processes to clients who would benefit from my expertise. I feel 
networking is a core job crafting activity for associate consultants as it creates a foundation for a 
psychological contract, initiating contact. However, this relationship then needs to be 
maintained, which can become quite complicated due to the variety of ways initial contact is 
made, the ad hoc working arrangements and stakeholder management.  
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The working relationship for an associate consultant is between more than one individual, 
implying a layered approach, which alludes to a multi-layered psychological contract, this has 
not been previously researched; therefore, this element of my research will be a unique 
contribution to theory specifically within the self-employed consultant arena. In typical 
employment, there are various exchanges which are made between staff members as they have a 
relationship at work which develops over time (Dulac, Coyle-Shapiro, Henderson, & Wayne, 
2008). There has been some research which investigated the dependency between the various 
relationships that highlighted different types of psychological contracts while at work; for 
example, staff and manager, staff and customer (Bordia, Restubog, Bordia, & Tang, 2010). 
However, these are all limited to employed individuals. Looking back at my experiences, it 
appeared that associate consultants have more than one psychological contract while carrying 
out an appointment as they also engaged with a variety of individuals while on an appointment. 
Exploring the notion of multi-layered stakeholder management of psychological contracts for 
associate consultants is an exciting avenue to investigate given they do not have a hierarchal 
structure to adhere to or a formal relationship to work from the outset. However, other than 
within a project network scenario, multi-layered work teams are seldom referenced in theory. 
Project networks are clusters of organisations and complementary pools of freelancers and 
independent partners (Manning, 2010) that come together as coordinated dispersed resources 
that have skills and expertise (Bakker, 2011; Berggren & Söderlund, 2008; Cattani, Ferrianai & 
Frederiksen, 2011) to deliver a project. That is different from the work of an associate consultant 
as they very much personally engage with both the initial client and the end-user. Most 
importantly, both are not managed by either. 
Through my networking with other associate consultants, I noticed that they ensured they had 
taken time to contact consultancy firms and direct clients through unsolicited communications, 
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be they new consultancy firms and clients or reconnecting with clients having worked with them 
in the past in different guises. This process is a form of relational job crafting as there is a 
conscious interaction with a specific individual for a potential work appointment; these types of 
activities are expressed in the job crafting literature (Berg, Dutton, & Wrzesniewski, 2015), so 
there are some similarities to draw upon for this research. For example, Leana, Appelbaum and 
Shevchuk (2009) found collaborative job crafting amongst team members. However, this is 
more about peer support which has been recently elaborated as daily team crafting by 
Mäkikangas, Bakker & Wilmar (2017), associate consultants from the outset of my research 
discussed working with others, so it was a fitting area to start exploring. 
An associate consultant's psychological contract implies applying expert skills and 
knowledge which includes adjusting/altering the tasks, job crafting, to meet client needs and 
making the task more challenging and stimulating; this is similar to what is cited in the current 
job crafting literature (Bakker, 2010; Berg, Dutton, & Wrzesniewski, 2013; Demerouti, 2015; 
Demerouti & Bakker, 2014; Heyman, 2016; Tims & Bakker, 2010; Tims, Bakker & Derks, 
2012). For an associate consultant, the various nuances within the activity of job crafting can be 
seen as unique and novel, especially as they craft to meet both initial client and end-user needs. 
For example, collateral crafting, targeted relational crafting and reputational crafting; these 
types of job crafting activities have not been discussed in current literature. The emphasis 
appears to be more about the relationships rather than just the service provided. With job 
crafting the psychological contract is altered which demonstrated the promises are adjusted, and 
with the various engagement of multiple stakeholders as the mutual obligations are refined, the 
psychological contract for associate consultants is deemed more complex. 
Aims and Focus of the Thesis  
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My access to associate consultants came from my network, those that recognised me as one 
of them (Hamzeh and Oliver, 2010). My experiences of the associate consultant world helped 
me to identify, highlight and define a gap in the published literature illustrating a real practical 
need for this research. This thesis will not only bridge a gap between the literature, which at 
present focuses on employed people for both elements mentioned above but will also provide 
insight into how associate consultants: 
1. Can be managed better by consultancy firms, clients and other bodies/individuals 
interacting with the associate consultants. 
2. Can better engage with stakeholders. 
Therefore this research is important and credible as it can provide valuable information to 
associate consultants and their clients in how best to understand and work with each other.  
Reflecting on my own experiences and noticing other associate consultants experiences, and 
through some familiarisation process with those in my network, facilitated the area of 
exploration, I was able to 'set up' specific research questions that would modify and expand the 
current literature. 
This research study's main research questions are: 
1. How does an associate consultant initiate, build and maintain a psychological contract 
with their client? (RQ1) 
2. How does an associate consultant shape, repair maintain psychological contract with 
multiple stakeholders? (RQ2) 
3. How and why does an associate consultant engage in job crafting and collaboration? (RQ3) 
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Overview of the Thesis Chapters 
Chapter 1 begins with a brief overview of the historical and current trends of self-
employment in the UK with specific reference stating a justifiable reason to research this 
particular group. It then presents a systematic review of the literature on the theoretical 
foundations of psychological contract and job crafting. It begins with reviewing the 
psychological contract historical appreciation and stages of formation and development 
(Rousseau, 2001). Some of these stages resonate with how associate consultants initiate build 
and maintain a psychological contract with their clients. This research expands and modifies 
Rousseau's work to also incorporate the proactive behaviours of associate consultants as a 
significant part of this is dealing with concerns such as breaches of implied promises and 
working with multiple stakeholders thus implying a multi-layered psychological contract. The 
last section focuses on job crafting and collaboration exploring how an associate consultant 
alters and adjusts job tasks and works with others which then alters the psychological contract. 
The chapter ends with the key finding of the review and specific aims of the investigation. 
Chapter 2 explains the justification behind the decisions taken and the research design. The 
chapter begins by describing the traditional paradigms within social sciences research with a 
focus on positivism and constructivism/interpretivism. The next section focuses on the rationale 
behind the mixed methods approach, exploring into the historical prevalence of this type of 
research and reviews the various formats and the significance of mixed methods research design. 
My research design is then presented based on the paradigms and mixed-method approach that I 
identify with in terms of the objectives of my research, including diagrams according to the 
conventional methods of presenting mixed methods studies. The last sections explain the ethical 
considerations are taken and reflective appreciation of both stages of my research design. 
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Chapter 3 reports on the methodology for both Study 1 (Quant) and Study 2 (Qual) in order 
of sequence. It begins with describing the familiarisation process which had a clear impact of the 
sequential design of this study, specifically Study 1 (Quant). Then moves on to describe how the 
questionnaire was designed from the results of the familiarisation process. The pre-pilot and 
piloting are then described, discussing adjustments made from participant and peer review 
feedback followed by participant and sample concerns mainly due to the size of the group being 
surveyed. The data collection, transfer and analysis together with comments follows, which sets 
the scene for Study 2 (Qual). Semi-structured interviews executed this final stage of this 
sequential design. This section begins with a review of different types of interviews and then 
states why the semi-structured interview were chosen. The interview schedule design and the 
process is then discussed, followed by pre-pilot and piloting descriptions and again discussing 
adjustments made from participant and peer review feedback followed by participant and sample 
concerns with specific reference to how issues of validity and reliability were managed. The last 
section discusses the data collection, the various analysis techniques available, and how the 
dataset was prepared for the chosen thematic analysis process.  
Chapter 4 discusses the results for each study sequentially beginning with a recap of the 
research design. Study 1 (Quant) is discussed per research area as per the design, with the main 
descriptive statistics tabulated to highlight at a glance key results. Study 2 (Qual) results are 
discussed addressing each research question as per the design of the interview schedule, the 
results of each question are discussed with reference to results from Study 1(Quant) were 
appropriate. All results are considered in light of the literature review in chapters 1 highlighting 
where the results verify and contradict the literature, and where new findings from this study 
require the existing literature to be updated or modified. 
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Chapter 5 begins by discussing the combined key findings from both studies with detail and 
depth; the methodological choices are then discussed. Next, the findings and implications for 
associate consultants, theory, the stakeholder group and for researchers are considered. The final 
section reviews the limitations which review the self-report measures, insider research and the 
sample group.  
Chapter 6 is the concluding chapter which provides a thesis summary and future research 
consideration. 
Author Contribution 
The research described in this thesis was conducted solely in fulfilment of the award of PhD. 
The research is not a part of an organisational initiative; rather, I, as the author started this 
investigation in my capacity as a doctoral student as a response to my observations of 
psychological contracts and job crafting while working as an associate consultant in the field of 
occupational psychology. There was no funding or any additional academic involvement, other 
than supervisory support.  
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Chapter One: The Introductions – Literature review 
1 Chapter Abstract  
This chapter addresses the main components of this thesis, and thus this literature review is split 
into three main sections. It starts with an overview of what is classified as self-employment, with 
the common types of self-employment (Section 1.1) discussed illustrating where an associate 
consultant fits within this category. The current trend and increase (Section 1.1.3) in self-
employment and consultant contracting are then highlighted which places further justification for 
research into this particular group (Section 1.2). This is followed by the controversies surrounding 
appointing such consultants for ad hoc appointments (Section 1.2.2) and their working practices are 
described to set the scene for how associate consultants are involved with their clients without 
specific work contracts.  Next the concept and history of the psychological contract (Section 1.3) is 
discussed, followed by how the psychological contract is formed (Section 1.3.1.1), how breaches 
and violation are understand and handled (Section 1.3.1.4) and how this is similar and different for 
an associate consultant due to being self-employed especially given the complexities of stakeholder 
management, which alludes to there being a multi-layered psychological contract (Section 1.4). 
Then, finally job crafting is discussed (Section 1.5) starting with motivations to job craft, 
specifically in terms of how an associate consultant executes their expert skills and knowledge as it 
is expected due to their psychological contract (Section 1.5.3). This section signs of with discussing 
collaboration as associate consultant work with others that influence their psychological contract 
and their job crafting activities, therefore it was important to take account of how associate 
consultants work with others be they within the client group or other associate consultants. Each 
main section discussed will be referenced in terms of how they stand in current research, how an 
associate consultant sits within each component’s framework and how research needs to expand by 
developing and modifying both theories to include elements that better suit those that are self-
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employed when discussing the psychological contract and job crafting. The chapter ends with a 
clear outline of the key aims and objectives (Section 1.7), stating three main research questions 
(RQ).  
Introduction –Self-Employed as an Associate Consultant 
1.1 Understanding Self-employment 
Knight (1921) suggests that individuals decide between three states of working for a living: 
unemployment, self-employment and employment. Those that are self-employed take their careers 
in their own hands, thus, creating an identity for themselves professionally. Vaiman (2010) stated 
that upsurges in organisational fragmentation, cross-boundary workers and requirements for 
creative applications have led to an increase in self-employed individuals. There has been a growing 
trend of self-employment as it “is increasingly recognised as the broad-based driver of economic 
growth and societal well-being” (Kelley et al., 2013, p. 2), particularly among white-collar service 
professionals (Dohm & Shniper, 2007) who set up small firms. However, overall, they are 
“neglected by researchers as a form of small business activity” (Kitching & Smallbone, 2012, p.74). 
This applies to this research as an associate consultant falls within that category and current 
research on psychological contracts and job crafting is not keeping up pace.  
1.1.2 Attraction to Self-Employment 
Reviewing Gilad and Levine's (1986) theory on self-employment, Audretsch, Dohse and Niebuhr 
(2015) and Hershey, van Dalen, Conen and Henkens (2017) also found the "push" theory and the 
"pull" theory as two closely related explanations of entrepreneurial motive. The "push" theory looks 
at how individuals are pushed into entrepreneurship reasons by adverse external forces, such as job 
dissatisfaction, difficulty finding employment, low salary, or an inflexible work schedule (Kautonen 
et al., 2010; Locke & Baum, 2007; Audretsch, Caree, Thurik & van Stel, 2008). The "pull" theory 
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proposes individuals are drawn to entrepreneurial activities for job satisfaction such as wanting 
flexibility, autonomy, empowerment, retirement planning and other desirable outcomes (Deane, 
2016; Kautonen et al., 2017). It has been noted that individuals usually have some work experience 
in paid employment before becoming self-employed (Fritsch et al. 2012b; Mueller 2010; Shane 
2000).  
For associate consultants, this pull factor is about autonomy and freedom and the push factor is 
about flexibly and opportunities, thus highlighting both factors are simultaneously present when an 
individual decides to become self-employed (Giacomin, Janssen, Guyot & Lohest, 2011). These 
will be discussed in more detail in this research when drawing on job crafting and psychological 
contracts which are relevant to this feature of self-employment.  
1.1.2.1 Types of self-employment  
From the above, a variety of factors, from independence, job satisfaction, income and work 
effort are foundations for psychological contract from the associate consultant’s side (Rousseau, 
2001). The UK Government states that individuals must choose a structure for their self-
employment business which then defines their legal responsibilities. The main types are sole trader, 
limited company, business partnership, limited partnership and limited liability partnership. The 
above types, in Table 1.1, all fall within the government structure. Typically, associate consultants 
work directly with clients or through consultancy firms. Thus, they are registered as self-employed 
with HMRC as a sole trader or as a limited company with Companies House, they are an 
organisation of one (Sane, Thomas & Roy, 2012). A client would then hire an associate consultant 
on a day rate; thus, their ad hoc appointment could last one day or a few days during the week or 
month, as “these professionals offer valuable flexibility for employers, allowing businesses to bring 
in specialist talent for a limited period” (Von Essen, 2014 quoted by McKeown, 2015 p.126). 
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Table 1.1 Types of Self-Employment  
Type Description 
Small Business Owners 
Mostly used when talking about small business owners of 
traditional businesses i.e. local shops, window cleaners; 
nowadays, the term self-employed is used to define other types 
of self-employed individuals 
Freelancers  
Freelancers mostly work with clients under contracts which 
provide various services, either working from the client’s site or 
from home.  
Independent Consultants  
Independent consultants usually work as independent contractors 
on a per-project basis, consulting clients on various business 
concerns. These workers are also freelance but tend to also look 
to manage work commitments similar to running an official 
business.  
Consortium 
Group of independent consultants coming together as a unit to 
win business. Everyone owns an equal share of the actual 
business.  
 
1.1.3 Historical and Current Labour Market Trends 
The ONS stated in 1998, 12% of the UK population was self-employed, which was 
comparatively low when compared to other European countries (Blanchflower & Oswald, 1998). 
However, the ONS state since 2009, the UK had the third-largest percentage rise in self-
employment across the European Union. The LFS state that the average age for self-employment is 
30 as some human and financial capital is usually required for start-up purposes. The 2014 LFS 
stated the number of over 65-year olds who are self-employed had more than doubled in the past 
five years to reach nearly half a million. This research touches on whether the associate consultant 
had a full time employed career before embarking on self-employment in the associate consultant 
arena, but it will not be a focal point. The ONS described, between 2008 and 2016, more women 
than men started working for themselves. Although gender patterns were not explicitly looked at in 
this research in any detail, findings were highlighted but not discussed in any depth as it was not a 
focal point of this research.  
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In April 2014, LFS stated self-employment rose to 4573000, and management consultants and 
business analysts type activity made up 54000 of that figure. The LFS 2019 June reported self-
employment at its highest point in the past 40 years, at 4.96 million, due to this increase and 
attraction there needs to be some attention in the literature. The ONS declared 12.8% of all self-
employed workers in 2019 are in occupations which are classified as a professional sector, a sector 
that grew the most between 2006 and 2019, increased by 43,000 to 633,000. Therefore, associate 
consultants are amongst the 12.8% of the current self-employed individuals in the UK and, Brinner 
(2010) noted that the majority of occupational psychologists work for themselves or in small 
consultancies.  
1.2 Consultancy work  
Organisational downsizing has led to outsourcing tasks that were previously performed in-house 
to be externalised; thus, producing an expanding outsourcing outlet for associate consultants to tap 
into (Borg & Søderlund, 2014; Bredin & Søderlund, 2010; Reich et al., 2013). Over the years, 
“consulting has risen in popularity as a career choice for skilled workers, as it offers the opportunity 
to earn more than permanent employees while enjoying more control over working times and 
practices” (Von Essen, 2014, quoted by McKeown, 2015 p. 126). The market for external advice is, 
therefore, dominated by professional specialists.  
1.2.1 Associate Consultants: Experts in Their Field   
One fascinating aspect of this type of ‘associate consultant' work is that there is no formal 
contract; thus, there is no legal establishment of an employment relationship (Stewart, 2007; 
McKeown & Hanley, 2009). An associate consultant does not typically have a contract per se as 
they work on an ad hoc basis, a tactical move which has been researched by a field of scholars such 
as Davis-Blake and Uzzi (1993), Matusik and Hill (1998), Mangum, Mayall and Nelson (1985) and 
28 
 
 ASSOCIATE CONSULTANTS’ EXPERIENCES 
 
Osterman (1987). Therefore, those who are self-employed lose many rights that employed staff are 
entitled to by law such as sick pay, paid holiday and they are solely accountable for training and 
professional development to enhance their own careers and business.  
Overall, an outline commitment contract is agreed as mentioned previously, which is more of a 
code of conduct rather than a work contract as work is not guaranteed. There is simply an 
agreement to complete work as an associate consultant for the consultancy firm or the client (see 
Figure 1.1) with no actual expectation of set work, yet a commitment. The benefit from an 
organisational perspective is an overall reduction in staffing costs, and the benefits from the 
associate consultant’s perspective is flexibility. The psychological contract touches upon features of 
the commitment contract; however, the psychological contract is an unwritten set of mutual 
promises and, therefore, the associate consultant will often be working with a vague appreciation of 
what is required. However, in most cases, clients will endeavour to meet the psychological contract 
needs, in order to attract and retain them (Conway, Guest & Trenberth, 2011). 
 
An associate consultant will apply business and psychological knowledge, theory and practice to 
organisational issues in the workplace at a team and individual level, improving employee work 
satisfaction and the effectiveness of the organisation by working closely with other professionals 
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such as managers, HR, union representatives, training advisors and expert staff within client 
organisation. Some of the broad reasons for organisations to outsource to an associate consultant are 
as follows: 
1. Budget concerns: decreasing operating cost which includes training, i.e. keeping up with 
current industry knowledge. An associate consultant will not have to undergo training and 
can immediately start on the project which allows the client organisation can pull in a 
specialist advice service where it does not have an in-house employee to undertake the work 
(Appelbaum & Steed, 2005; Gluckler & Armbruster, 2003; Sturdy, Clark, Fincham & 
Handley, 2009). 
2. Shortage of a skill for a specific project: current employees of an organisation may lack the 
skills required for a project; therefore, the organisation is forced to use associate consultants 
with more experience and skill for a particular period (Greiner & Metzger 1983; Rother, 
2009; Schein 1988; 2002).  
3. Improve daily business: Associate consultants are professionals who have been executing 
their expertise for years for different clients; thus, they draw on a vast amount of experience. 
The associate consultant provides advice and leaves the client with recommendations 
(Nikolova & Devinney, 2012; Kubr, 1996). 
4. More extensive networking: communicating with professionals gaining access to world-class 
capabilities, with referrals and introductions with access to excellent resource specialist 
knowledge, flexibility and availability for a rapid turn-around. 
1.2.2 Controversies in Hiring Associate Consultants 
There are also some controversies when hiring associate consultants. The following areas of 
concerns can be from both parties:  
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1. Conflict of interest: it is in the interests of the associate consultant and the organisation being 
represented to disclose any conflicts of interest immediately (Sah, 2017), allowing for a more 
informed decision (Crawford & Sobel, 1982). Disclosure could increase trust and compliance 
(Abendroth & Heyman, 2013; Sah, Faberlin & Ubel, 2016); thus, strengthening the 
psychological contract. This may result in caveats for completing the appointment or parting 
of ways for that project. 
2. Lack of Control: associate consultants are taken on, due to their ability to provide expert 
skills and knowledge on ad hoc basis, have control over the work performed, with an 
emphasis on professional autonomy (von Nordenflycht, 2010). Associate consultants work 
on multiple projects at any given time and may have less commitment than an employee. 
This can be a concern for the organisation they are representing in terms of consistency and 
familiarity. Research by the likes of Biggs and Swailes (2006) and Coyle-Shapiro, Morrow 
and Kessler (2006) found temporary workers report lower levels of commitment, whereas 
other studies have found that temporary workers can display similar or even higher levels of 
commitment than permanent workers (Chambel, Sobral, Espada, & Curral, 2015; Haden, 
Caruth, & Oyler, 2011). Associate consultants create work opportunities based on their 
expert knowledge and skills, and their reputation is their key to retain relationships while 
proving a service as required, therefore, their commitment level would be expected to be 
high.  
3. No Fixed Rates: the associate consultant day rate can vary per project and overall market 
demand. With an employee, organisations tend to discuss and review rewards until the next 
appraisal review date. Given that the nature of the associate consultant-client relationship is 
an exchange based relationship, the trust element can be considered an advantage for both 
negotiating parties (Gundlach & Murphy, 1993) as trust plays a crucial role in the ethical 
behaviour of business-to-business (Moosmayer, Niemand & Siems, 2016).  
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1.2.4 Working Practices  
There is a good body of work that illustrates the appreciation of a psychological contract from an 
employee perspective in the majority and the employer’s perspective with little or no reference to 
self-employment. There is also research on cross-cultural psychological contracts (Rousseau & 
Schalk, 2000) but to my knowledge, very little on industry or sector specific psychological 
contracts.  
This research looked at this gap and explored how this is managed and adapted through the 
various levels of interaction an associate consultant has with clients and their needs which harnesses 
the relationship. The niche research group are all occupational psychologists and HR practitioners, 
since they apply psychological theory and practice to workplace issues; therefore, they should have 
a more precise understanding/focus on work practices and concerns. 
The British Psychological Society (BPS, 2019) states “Occupational Psychology is concerned 
with the performance of people at work and with how individuals, small groups and organisations 
behave and function. It aims to increase the effectiveness of the organisation and improve the job 
satisfaction of individuals”. The speciality is broader in scope and less formalised than many areas 
of psychology, and it touches on diverse fields, including ergonomics, personnel management and 
time management. Work can be in advisory, teaching and research roles, and to a lesser extent, in 
technical and administrative roles.   
Overall, all occupational psychologists use their expert knowledge of psychological theory and 
techniques to address work-related issues, problems and challenges. Often, larger organisations 
employ in-house occupational psychologists. However, many individuals work as associate 
consultants in these types of careers and work through consultancy firms or have direct clients that 
have more than one client on an ad hoc basis.  
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Occupational psychologists and HR practitioners can make real positive changes in peoples 
working lives through the application of psychological theory. Self-employed occupational 
psychologists and HR practitioners are experts in their field who are expected to shape and 
influence the work, as well as to deliver work within ethical standards and withdraw from any 
practice that does not follow professional ethical procedures based on their knowledge. For 
example, the BPS stage 2 qualification process discusses explicitly negotiating with clients and 
drawing on expertise to shape the work throughout the consultancy cycle. Therefore, psychological 
contract and job crafting theories go with the territory when becoming an associate consultant 
within the arena of occupational psychology. It is important that current theories be expanded and 
modified to appreciate and represent associate consultants in terms of the new age of working, to 
illustrate how they negotiate through their psychological contract and engage in job crafting 
activities. 
Introduction - Understanding the Psychological Contract    
1.3 The Psychological Contract    
The psychological contract is a non-written contract feature of the employment engagement 
concerning organisation and employee over and above the legal requirement (Copper & Argyris, 
1998), especially in terms of unwritten “mutual expectations of which the parties to the relationship 
may not themselves be dimly aware but which nonetheless govern their relationship to each other” 
(Levinson et al.,1962, p. 21) in the employment relationship (Argyris, 1960; Levinson et al.,1962; 
Schein, 1965).   
The critical distinguishing feature between psychological contracts and legal contracts is that 
psychological contracts are communicated both explicitly and implicitly between those involved 
(Conway & Briner, 2009; Rousseau, 1989) where an agreement for reciprocal exchange is expected 
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(Diehl & Coyle-Shapiro, 2019; Rousseau, 2001; Rousseau, Hansen & Tomprou, 2018). These types 
of non-written contracts psychological contracts were first theorised in the 1960s by Chris Argyris, 
a Harvard Business School professor. He specifically discussed values, mutual obligations, 
expectations and aspirations that operate over and above the formal contract of employment. 
Rousseau (1989) discussed that a psychological contract develops when a promise of impending 
return has been made by one party, for example, payment for work done, an input has been given, 
thus a type of exchange is expected and, therefore, an obligation has been formed to provide 
upcoming benefits. Typically, in an employed setting, the longer the relationship continues with a 
cycle of interaction based on contribution and reward and for an associate consultant, although this 
can also be the case, the length of the relationship is not a luxury they bank on due to the ad hoc 
appointments they support. The promises made between them and their client is based on the 
associate consultants skills and expert knowledge from the moment of being taken on as an 
associate consultant, and then to complete work based on need for that ad hoc appointment which is 
a per end-user requirement. The cycle of the psychological contract is not a continuous process, it is 
repeated per appointment; however, adjusted to the end-user’s need based on the assumptions that 
the initial mutual understanding is still in place. Therefore, each interaction has its own relational 
hook that needs to be managed by the associate consultant. This is different than revising a 
psychological contract (Rousseau and Parks, 1993), as for associate consultants, it is not about 
overlaying old with new psychological contracts.  
When exploring and discussing the psychological contract, empirical studies have conflated the 
terms expectations (Sutton & Griffin, 2004), obligations (Bordia, Restubog, Bordia, & Tang, 2017; 
Coyle-Shapiro & Neuman, 2004) and promises (Woodrow & Guest, 2017). The risk here is that 
conflating these very distinct, yet related concepts takes away the nuances experienced within the 
psychological contract. Although these concepts share standard features as each position is about 
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future outcomes, it is understandable the psychological contract theory has gained criticism of its 
concept validity and consistency (Anderson & Schalk, 1998; Guest, 1998; Hansen & Griep, 2016; 
Montes & Zweig, 2009). In 2008, Roehling conducted a comparative study and differentiated 
between a promise, obligation and an expectation.  Rousseau, Hansen and Tomprou (2018) pointed 
out that, although Roehling placed more emphasis on obligation and promises rather than 
expectations, however, he did not state which concept the psychological contract should specifically 
consider. For this study, the terms will be used interchangeably under the banner of mutual 
understanding of expectation, promises and obligations.  
In 1994 Robinson & Rousseau stated the concept of psychological contracts is 'an individual's 
belief regarding the terms and conditions of a reciprocal exchange agreement between that focal 
person and another party… a belief that some form of promise has been made and that both parties 
have accepted the terms and conditions of the contract' (p.123). The above suggests that a promise 
is a form of exchange and lies deep within the heart of the contract created intentionally or 
unintentionally during organisational existence for all involved. This then implies that a promise 
can also be a form of commitment. Work social factors such as new staff entering an organisation 
where they by this time have beliefs about the actual job role, the organisation and their working 
relationship all add to basis on which psychological contracts are being framed (Dabos & Rousseau, 
2013; De Vos & Tekleab, 2014). This can make mutual expectations challenging to understand as 
there is more than one working relationship at work (Kotter, 1973). Before this psychological 
contract is formed, some research argues an organisation sends out messages (whether unwitting or 
contrived) about prospective contractual obligations during the recruitment and selection process 
(Purvis & Cropley, 2003; Rousseau, 1995, 2001; Shore & Tetrick, 1994). This is similar and very 
plausible in the associate consulting world as negotiations tend to take place between an associate 
consultant and their potential client before any work is taken on as an appointment. The associate 
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consultant works on an ad hoc basis; therefore, the psychological contract is more potent as mutual 
obligations, understandings, and promises have been alluded to and, therefore, need to be fulfilled 
by both parties on each appointment. Each appointment may have variances in the type of 
engagement carried out; however, the commitment is based on the psychological contract; 
therefore, it is essential to understand how an associate consultants psychological contract is 
formed.  
1.3.1 The Formation of the Psychological Contract    
Rousseau’s (2001) discussion paper explains this well, as the study separates the psychological 
contract for employees into four sequential phases, thus, starting with the formation and then 
focusing on development. The discussion focuses on schemas which describes the patterns of 
behaviour that establish categories of information and the working relationships among them when 
looking to understand how the pre-employment beliefs and post-hire socialisation shape the 
psychological contract.  
1. The pre-employment phase, professional norms and societal principles play a general 
role. Typically, in the employed arena, an individual would apply for a role that has been 
advertised; however, for an associate consultant, they typically would seek clients that they could 
represent on projects. Therefore, for associate consultants, this pre-phase would be different as they 
are initiating contact with the client, thus, potentially setting the scene for the psychological contract 
rather than the other way around. They state what expert skills and knowledge they would bring 
without knowing what the client requires, rather than a job advert which states what is required to 
start a psychological contract. How an associate consultant sets the scene for their psychological 
contract could affect the creation and movement within that psychological contract.  
2. The formation of a typical psychological contract can occur during the recruitment 
process as it is an interactive process which consists of discussions around the promises and actions 
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from both sides, the employer and the workers, and these are then evaluated (Purvis & Cropley, 
2003; Rousseau, 1990; Suazo, Martinez, & Sandoval, 2009). Further research by Sutton and Griffin 
(2004) illustrated expectations that new employees have before commencing work at the 
organisation (their pre-entry expectations) that considerably impacts their expectations and 
experiences once they have taken up their appointment. That would be the same for an associate 
consultant, as this phase would be building a relationship which subsequently creates the 
fundamental aspects of their psychological contract for them. However, for an associate consultant, 
this process is an initiation rather than forming a relationship, therefore, phase 1 and 2 are 
considered the same step for an associate consultant.  
3. The psychological contract is altered and re-evaluated after an appointment as the 
expectations and experiences call for adjustments based on the social interaction at that time 
(Sherman & Morley, 2015; Woodrow & Guest, 2017). This type of interaction allows for 
acceptance and assimilation of assumptions, values, and expectations of the organisation's culture. 
For an associate consultant, this phase would be a similar process as they are maintaining their 
psychological contract based on mutual understanding of promises. A further extension of this is 
when the associate consultants interact with the end-user and other individuals. Typically, this 
indicates there is more than one psychological contract for the associate consultant to take into 
consideration at any given time. For an associate consultant, the multi-layered stakeholder 
management aspect places complexity within the psychological contract which historically has 
limited coverage within the psychological contract theories. This will be further discussed in section 
1.4.  
4. The final phases are the ongoing exchanges of promises. An example of this would be 
specific changes within the organisation which would be integrated into the psychological contract 
for an individual in a typical employment setting. For the associate consultant, this phase would be 
honouring the promises of the psychological contract and building on these promises, along with re-
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evaluating and repairing promises that may have been breached or violated within the psychological 
contract. Further complexity is the multi-layered stakeholder management, as the breach or 
violation could be referenced to either the client or both parties. 
Researchers such as O’Leary-Kelly, Henderson, Anand, & Ashforth (2014) looked at 
contingent workers and agree that the formation of the psychological contract needs further 
research, especially around non-traditional workers. O’Leary et al.,(2014) used the word 
underdeveloped psychological contract where other than some pay for some work is mentioned 
there are no specific expectations. They noted when client do not require workers, contractors 
are benched and wait for the next client contract appointment. It is not the same for associate 
consultants work as they are not bound by the initial client to only work for them for a particular 
set time frame, due to them not having an actual work contract and their ad hoc appointment 
work, they are unrestricted and have many clients at any given time where they utilise their 
expert skills and experiences. This research will add to the literature in terms of how associate 
consultants maintain a relationship with their clients for ad hoc appointments.  
1.3.1.1 Relational, Transactional, Transitional and Balance.   
Research from the UK (Millward & Hopkins, 1998; Millward & Brewerton, 1999) and US 
(Robinson, Kraatz & Rousseau, 1994) have both confirmed the workability of the differences 
between transactional and relational psychological contracts and it is argued that they are not 
mutually exclusive (Philip & Lopez, 2013). Macneil (1985) introduced relational - transactional 
scale of the psychological contracts and Rousseau (1995) enhanced the scale to include balanced 
and transitional dimensions. These four typologies of the psychological contract have been 
validated by various other researchers (Ang & Goh, 1999; Ang, Kee & Ng, 2000; Rousseau & 
Wade-Benzoni, 1994; Rousseau & Tijoriwala, 1998). See Table 1.2 for an overview of the four 
types of psychological contracts.     
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Table 1.2 Types of Psychological Contracts   
     
Relational  Transactional  Transitional Balanced   
Long Term  Short Term  Short Term  Dynamic  
Open-End 
Long Hours / 
Extra Pay  
Organisational 
Change & 
Transitions  
Open-Ended 
 
Trust & 
Honestly  
Narrow  Mistrust  
Economic 
Success   
Loyalty  
Limited Employee 
Involvement & 
Commitment  
  
Opportunities 
for 
Advancement  
 
Stability         
     
It is worth stating scholars themselves had attributed different aspects to each type of 
psychological contract. For example, Rousseau (1990), when determining transactional contracts, 
allocated aspects such as training, career development, working extra hours and engagement in 
voluntary extra-role activities. Whereas Robinson et al., (1994) concluded they belonged in the 
relational psychological contract. This could be due to different sample populations; either way, this 
provides an opportunity for more research (Rousseau & Tijoriwala, 1998) and an opportunity to 
start with this extremely under-researched group of associate consultants who cross over all these 
typologies.  
Rousseau’s work predominately focuses on the employees’ (the associate consultant) side of the 
psychological contract; Rousseau (1989, 1990, 1995) provides an insight into the two most 
discussed, yet polar opposites sides of the psychological contract: The relational and the 
transactional contract had attracted much debate over the years (George, 2009; Majchrzak, 
Jarvenpaa, & Bagherzahdeh, 2015; Herriot, Manning & Kidd, 1997; Millward & Hopkins, 1998; 
Robinson et al.,1994; Robinson &  Rousseau, 1994; Rousseau, 1990, 1995; Rousseau & Parks, 
1993; Stiles, Gratton, Truss, Hope-Hailey & McGovern, 1997). It is worth mentioning the two are 
not always mutually exclusive (Rousseau, 1995; Isaksson et al.,2010). The aspects and the relative 
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importance of transactional and relational psychological contracts for associate consultants will 
have some differences and similarities in terms of elements within the psychological contracts and 
this research will add to those elements based on what is already known.  
The relational element concentrates on the long-term exchange between the parties such as 
partnerships, based on long term exchange between the employer and employee (Millward & 
Harriot, 2000; Robinson & Rousseau, 1994), i.e. entirely dependent on trust, fairness, respect, 
loyalty, development and a degree of job security (Cheung, Wong & Yuan, 2016; Herriot & 
Pemberton, 1996; Robinson & Morrison, 1995; Rousseau, 2007; Rousseau & Tijoriwala, 1998; 
Thompson & Bunderson, 2003). For an associate consultant, possibly the long-term aspect is with 
the initial client, but the trust would be with the end-user as well, whom they actually have a short-
term focus on for that ad hoc appointment.  
The transactional element consists of the perceptions of specific and tangible items such as 
benefits and allowances, i.e. long hours and extra work in exchange for a wage (Freese & Schalk, 
2008), therefore, it would be short term based instead of economically-focused attitudes with 
limited involvement from both parties (Irving & Bobocel, 2002; Raja, Johns & Ntamlis, 2004; 
Rousseau, 1995, 2007), with a focus on short term needs (Hallier & James, 1997). For associate 
consultants, the hours are long but usually accepted. However, if this continues without any type of 
mention of reward, not necessarily payment, then the associate consultant may speak up about the 
unfairness to ensure they are treated better; thus, the focus is on the relationship rather than the 
reward.  
Rousseau (1995) reasons that temporary workers have a more transactional psychological 
contract, while full-time permanent workers hold a more relational psychological contract. This 
may sound logical as Majchrzak et al. (2015) state the transactional aspect is typically defined as 
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the formal agreement and the relational aspect as the informal agreement. The latter, the relational 
element, is usually built over time as it involves emotions which create understanding; however, for 
an associate consultants this relationship is built quickly due to working on ad hoc appointments for 
various clients as mentioned above. The other two types are briefly discussed below to provide a 
holistic view.   
The transitional element is described as a cognitive state reflecting the result of organisational 
change and transitions (Rousseau, 1995, 2004). Transitional relationships are categorised by 
uncertainty and mistrust (Rousseau, 2004; Jepson & Rodwell, 2012). 
The balanced element is dynamic and open-ended, reliant on the economic successes of the 
organisation and opportunities for advancement (Rousseau, 1995, 2000; Rousseau & Wade-
Benzoni, 1994). Along with the short-term ethos and lack of commitment which highlighted the 
shifting nature of work (Fugate, Kinicki & Ashford, 2004; Heije & Van Der Heijden, 2006), it can 
be seen as an extension of Blau’s (1964) social exchange theory, where both parties are at the same 
level in terms of obligations (Shore and Barksdale, 1998). Many pieces of research have highlighted 
the importance of balanced exchanges (De Cuyper et al.,2008b; Koh & Yer, 2000; Shore & 
Barksdale,1998; Tsui, Peace, Porter & Tripoli, 1997). This will be discussed in terms of the findings 
from this research based on the associate consultants’ perspectives in terms of how the 
psychological contract is managed due to the overlapping (De Cuyper et al., 2008; Isaksson et al., 
2010) of the two typologies but not necessarily from the balanced psychological contract type 
perspective.   
1.3.1.2 Unilateral and Bilateral Approaches  
Freese & Schalk, (2008) explored both the unilateral and the bilateral views of the psychological 
contract. This unilateral view consists of the employee perspective on employee and organisational 
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expectations and obligations, limiting the psychological contract to an intra-individual perception 
(Rousseau, 1990). However, the likes of Krivokapic and O’Neill (2008) and Smithson and Lewis 
(2000) point out that Rousseau’s interpretation of the psychological contract is subjective and does 
not factor the employer’s perspective. Therefore, neglecting the employer’s perspective has 
received growing interest in recent years (De Jong, Schalk, & De Cuyper, 2009). The bilateral view 
on psychological contracts looks at the contract from the perspective of the employer as well as 
employee perceptions on exchanged obligations (Herriot & Pemberton, 1995; Levinson et al.,1962; 
Schein, 1965). For this research, the psychological contract will be discussed from a unilateral view, 
thus, focusing Rousseau’s standpoint as the associate consultants perception because of the two 
following reasons: 
Firstly, a psychological contract is precisely that, psychological. Meaning, it is a classification of 
individual perception. Furthermore, practically, a bilateral view of psychological contract is 
problematic, because the side of the organisation consists of many individuals, (Dabos & Rousseau, 
2013; Ho, Rousseau, & Levesque, 2006) such as top management, supervisors, HR officers and 
colleagues who do not automatically link to a certain expectation (Rousseau et al., 2018). It is more 
of a collection of different and clashing expectations held by a whole set of individuals (Rousseau, 
1995). These individuals are stakeholders in the working relationship and, typically, associate 
consultants would have to engage with a variety of stakeholders and manage their expectations to 
some degree. Therefore, associate consultants potentially have multi-layered psychological 
contracts and they are the ones that need to manage this relationship. This will be discussed further 
below in detail.  
Secondly, the definition of psychological contracts infers impacting behaviour. It is challenging 
to appreciate perceptions of obligations of each other, associate consultant versus client, when 
neither is aware of the differences in perception and organisational contract makers may contradict 
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each other. Another interesting point is that the associate consultant must identify people with 
whom they can negotiate their psychological contract with due to the various layers, whereas for 
traditional employees, they can often refer to organisational charts/easily identify their line 
manager.  
In typical research conducted on psychological contracts and job crafting, the focus is on the 
employee rather than the employer. Considering this niche and under-researched group, researching 
from an associate consultant perspective is an excellent place to start as it allows comparisons with 
current research findings and illustrates where current theory would benefit from being modified to 
accommodate changing patterns in employment and individual contributions towards work tasks 
and environments.  
1.3.1.3 Ad hoc Appointments 
Overall, it has been found that full-time employees are more committed to the organisation than 
temporary employees, mainly due to job insecurity (Håkansson & Isidorsson, 2015) and temporary 
employees perceive higher fulfilment of their psychological contract than employees on a 
permanent contract (Claes et al. 2005; Coyle-Shapiro & Kessler, 2002; Isaksson et al., 2010). It 
could be difficult for associate consultants to develop something other than exchange-based 
commitments to an organisation (Meyer, Becker & Van Dick, 2006). If this is the case, then going 
beyond the call of duty/going the extra mile to secure possible further work should show higher 
commitment from associate consultants compared to those who are employed (Van Dyne & Ang, 
1998); therefore, the focus is on the relationship.  
Organisations might expect individuals to display proactive behaviour an increasingly popular 
characteristic (Aragon-Correa, 1998; Crant, 2000) where an individual takes the initiative to help 
the organisation (Den Hartog & Belschak, 2012) engage typically in proactive activities such as 
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taking control, innovating and seeking feedback (Parker & Collins, 2010). Research by Tangirala, 
Ekkirala and Firth (2014) found seeking feedback is a proactive behaviour that allows improvement 
for one’s behaviour rather than simply looking to be proactive, take charge and change the work 
environment. Work by Lu, Tan and Yang (2013) found engaged employees craft their work in 
physical and relational ways, which creates a better person-job fit. Recent work by Parker, Liao and 
Wang (2015) mentioned in Parker and Wang (2015) looked at proactivity in the form of wisdom, 
coining wise proactivity as a concept. Parker et al.,(2015) concentrated on self-initiation and future-
focused change which is contextually-sound, i.e. appropriate, personally-sound, the right thing to do 
for the individual and will support their growth, and other focused, i.e. proactive, behaviour will 
assist others and serve others’ needs. The various appreciations of proactivity provide insights into 
why an individual would engage in job crafting. When an associate consultant engages in job 
crafting, they are adjusting the work, thus, shifting the psychological contract; therefore, the 
promises which were mutually agreed would be altered. This will be further discussed in Section 
1.5.  
1.3.1.4 Breaches and Violations  
The psychological contract is seen as a deal between an employer and the employee of mutual 
obligations towards one another (CIPD, 2005), however they may not approve about what the 
contract actually includes, thus promises are compromised and obligations not met (Robinson & 
Rousseau, 1994). Breaches cause the employee to have intense (negative) attitudinal and 
behavioural reactions (Hansen & Griep, 2016; Tomprou, Hansen & Rousseau, 2015). When it is 
believed that the ‘deal' has been broken, it must be decided how serious the perceived violation is, 
followed by consideration of how repairable the violation is thought to be by all involved 
(Robinson, 1996; Robinson, Kraatz, & Rousseau, 1994; Turnley & Feldman, 1999). There are 
apparent differences between a breach and violation. A violation is defined as “an intense reaction 
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of outrage, shock, resentment, and anger” (Rousseau, 1989, p. 129) and a breach is attributed to an 
organisation’s intention or when an employee believes the treatment to be unfair (Robinson & 
Wolfe Morrison, 2000). Just after the aftermath of a breach or a violation, employees naturally 
would be unable to trust on their psychological contract as they did before the violation (Rousseau 
et al., 2014) and it depends on the quality of that relationship (Restubog, Bordia, Tang, & Krebs, 
2010; Suazo, 2011) which can either amplify or cushion that breach (Zagenczyk, Restubog, 
Kiewitz, Kiazad & Tang, 2014). Resolving breaches and violation is not fully represented in the 
psychological contract research (Alcover et al.,2017a; Bordia et al.,2008; Morrison & Robinson, 
1997; Rousseau, 1995).  
Typically an employee will attempt to rebalance their psychological contracts (Tomprou, Hansen 
& Rousseau, 2015) and in some cases increase their commitment to gain trust again (Vantilborgh, 
Griep, Achnak & Hansen, 2014). For an associate consultant, a breach or a violation from their own 
or client side is a failure to uphold the psychological contract, where this failing needs to be 
resolved immediately (Johnson & O’Leary-Kelly, 2013) and typically, an associate consultant takes 
it upon themselves to adjust rectify the concern as their professionalism was the reason for their 
appointment and reference in the psychological contract. The emphasis here is how the associate 
consultant handles this concern in terms of rebuilding the relationship with their client, which will 
enable them to maintain their psychological contract. The associate consultants focus is the overall 
relationships, however per appointment their involvement is limited therefore due to the ad hoc 
appointment process, their emotional connection is short, so they repair and move on. Bankins 
(2015) researched breaches and violations within the psychological contracts using a mixed-
methods approach of questionnaires followed by interviews and found psychological contract 
breaches triggered sense-making and possibly returning to a positive exchange without repairing the 
breach but the contract would be repaired. However, there was no emphasis on coping strategies 
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and the short-term and long-term impacts on the psychological contract. Associate consultants may 
want to find a balance with their client; however, given there is the client and the end-user to 
consider, this multi-layered aspect would make it a difficult concept as the commitment is high to 
both, although the appointment would be short term. Research needs to investigate how recovery 
and repair is carried out (Diehl & Coyle-Shapiro, 2019). This research study looked at the 
behaviours and actions that associate consultants engage in, which touched upon coping strategies 
such as job crafting to rebuild and repair the psychological contract.   
In typical employment many factors contribute and influence how the breach can be repaired; 
support by the leader and or mentor (Zagenczyk et al. 2009), the trustworthiness of the 
employer/client and the level of support provided by the organisation (Dulac, Coyle-Shapiro, 
Henderson & Wayne, 2008). Hekmen et al., (2009) found that professional employees (e.g. doctors, 
nurses, lawyers) were less likely to react to breaches and violations when they identified more with 
the organisation and less identified with the profession. To some degree, this is similar for associate 
consultants due to the professionalism they apply. Another way to view this is associate consultants 
have limited emotional connection to the organisation therefore will quickly look to resolve any 
breaches and they understand that is a part of their psychological contract. The additional 
complexity here is, the associate consultant will also work with their initial client, the end-user, and 
possibly the end-user’s client too. There is limited research on contract breach understanding from 
agents (Alcover et al.,2017a). Therefore, the psychological contract in question is multi-layered 
(further discussed in section 1.4) and thus, the breach or violation in question may have many 
repercussions.  
Recent research by Deng, Coyle-Shapiro, and Yang (2018) explored how psychological contract 
violation affects employees’ behaviours towards third parties, which makes that quite a novel 
concept. Deng et al., (2015) drew from the conservation of resources (COR) theory, which focuses 
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on resources that are lost and resources that are invested in (Hobfoll, 1989; Hobfoll & Freedy, 1993; 
Hobfoll & Shirom, 2001) and created a resource-based model which considered in what manner 
psychological contract violation disturbs “innocent” parties who are not the direct reason of 
violation. Rousseau (1989) noted betrayal is felt when violations occur as the individual 
experiences’ resentment, injustice and anger. These are all emotional reactions coming from a 
promise that has been broken (Morrison & Robinson, 1997). A typical reaction from an individual 
is to make sense of the situation (Parzefall & Coyle-Shapiro, 2011), understand and try to find 
explanations (Robinson & Morrison, 2000) and reflect on what had happened (Rafaeli, Erez, Ravid, 
Derfler-Rozin, Treister & Scheyer, 2012). All of these are negative emotional resources from the 
stress created by the violation.  
Other resources stated in the COR theory are achievements (Halbesleben, Neveu, Paustian-
Underdahl, & Westman, 2014) and mental energy which is pulled from environmental influences 
like workplace stressors (Ten Brummelhuis & Bakker, 2012). When resources are negative, they are 
not seen as a good investment of resources as they do not lead to achievement in the positive sense 
and, therefore, cause further stress (Halbesleben et al., 2014; Hobfoll, 1989). Deng et al., (2018) 
proposed that when resources are reduced, then violations occur within the psychological contract. 
This is consistent with research by the likes of Bakker and Demerouti (2007) whose job demands-
resources model found work demands which drain employees’ physical and mental energy also 
cause energy reduction. Deng et al., (2018) used an experimental psychology approach of 
autobiographical narratives via a survey, in total 109 full-time staff from various industries and 
professions completed the survey. Their results indicated that the inadvertent consequences of 
psychological contract violation have negative consequences for third parties, as indicated by 
specific resources. However, the research did not illustrate the effects on the third party, nor did the 
research attempt to look at how the violated individual would look to repair the psychological 
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contract in order to reduce the negative impact, either for themselves or the third party. This 
research explored how an associate consultant deals with breaches and applies a positive reaction by 
looking to repair immediately.  
Given the various parties an associate consultant engages with, there is always a third party. In 
many instances, the third-party could be a recipient of the violation outcomes in some manner. In 
order to combat this, it is proposed that the associate consultant typically accepts the blame, and 
further looks to repair the violation as soon as possible. This is a form of job crafting; this will be 
discussed in further detail in section 1.5. The current literature needs refinement and modification to 
be appropriate for associate consultants. This will also be a focal point covered in this research and 
discussed in detail below.  
1.3.1.5 Psychological Contract Fulfilment  
Ultimately, the goal here is to be and remain fulfilled within the psychological contract, 
especially as the associate consultant has no other real contract for back up or to refer to for 
guidance. Observed evidence illustrated that employees who felt fulfilment from their psychological 
contract due to promises being kept often demonstrate positive well-being and attitude towards 
work (Conway, Guess & Trenberth, 2011), as they are further motivated to embrace and identify 
with the organisation (Rodwell, Ellershaw & Flower, 2015). Rousseau (2011) states this is achieved 
through the following three conditions which are discussed with the associate consultant as the 
focus:       
1. Mutuality: Where the associate consultant and client hold similar beliefs regarding their 
psychological contract. This can be achieved through discussions and agreements by both parties. 
2. Alignment: Where the psychological contract includes balanced reciprocity between 
associate consultant and the client’s obligations, implying fairness and a balance between both 
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sides. This balance is sought after and is common practice for most when it comes to their working 
relationship (Blau, 1964).   
3. Reciprocity: Where the associate consultant and the client are both meeting the same 
level of expectations required. When mutual expectations and understanding is demonstrated, this 
increases the levels of contract fulfilment and subsequent performance (Dabos & Rousseau, 2004). 
The above three are initially similar to an employed person. However, for associate consultants 
this becomes complicated when other stakeholders are involved, therefore, the multi-layers within 
the psychological contract will have different facets of beliefs between themselves. The current 
theory needs to be updated to include new ways of working such as stakeholder management within 
the psychological contract (see section 1.4). 
1.3.1.6 Outcome of Fulfilment and Breaches  
A lack of fulfilment may lead to a breach/violation which causes a change in behaviour and 
attitudes (Rousseau, 1989; Morrison & Robinson 1997). Psychological contract fulfilment and 
psychological contract breach are not the opposite of each other. Technically, greater fulfilment 
does not lead to fewer breaches or vice versa. For example, some aspects of the psychological 
contract could be breached; however, overall the individual is fulfilled with their psychological 
contract. Therefore, it can be stated that a breach and fulfilment can run concurrently for an 
associate consultant. Overall, a breach and fulfilment can trigger different relational changes which 
could induce negative change by the disruption of the breaches or that the fulfilment can further 
shape the relationship in a positive way (Shore, Coyle-Shapiro, & Chang, 2018). There is a need to 
re-think the applicability of terms like violation and breach when applied to associate consultants as 
their work is inherently very malleable and, therefore, negotiated than that of the types of 
employees typically involved in psychological contract research.  
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1.3.1.7 The Need for a Psychological Contract for Associate Consultants   
Research around the concept of a psychological contract has focused on long term working 
relationships in large organisations with limited consideration given to short-term employment or 
the self-employed. Due to the changes in economic climate, Tomprou and Nikolaou (2011) 
pronounced the psychological contract should now be used to describe the contemporary 
employment relationship. Despite an array of research, it is still not fully understood when, where 
and how a psychological contract is formed, especially when it continues to change due to the 
intricacies of a relationship. This is especially the case with a short-term arrangement as the initial 
commitment is loose and trust can be a concern in terms of limited time. For an associate 
consultant, there is an intense period of psychological contract formation which is a fast and 
dynamic process due to aspects such as ad hoc appointments. This contrasts with the less intense 
psychological contract formation process that is usually studied. 
1.4 Multi-Layered Psychological Contracts 
It is plausible that employees may believe their psychological contract is between more than one 
person at any given point, such as colleagues, be they a manager, a co-worker or administrative 
staff with administrative procedures (Dabos & Rousseau, 2013; De Vos and Tekleab, 2014; Herriot 
& Pemberton, 1997; Marks, 2001; Millward & Hopkins, 1998; Rousseau, 1995). If this is the case, 
then differing views and messages may occur on half of that psychological contract (Conway & 
Briner, 2009; Coyle-Shapiro & Shore, 2007; Dabos & Rousseau, 2004; Shore & Tetrick, 1994; 
Rousseau, 1995). The multiple foci of the psychological contract (Lapalme, Simard & Trembley, 
2011; Morf, Arnold, & Staffelbach, 2014) have been discussed within the content of the immediate 
work group within an organisation of the employed person. For example, researchers have come to 
an agreement that multiple agents exist, managers, co-workers on behalf of an organisation; 
however, there are differing views on which particular agent is understood as being the primary 
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influence on the psychological contract (Guest, 1998; Rousseau, 1995; Shore, Porter & Zahra, 
2004). Rousseau (1995) argues that immediate managers are the primary influence on the 
psychological contract, whereas Guest and Conway (2000) argue this would be the case if the 
managers themselves believe they are the organisation’s representative along with being in a high 
position in the organisation. Recent work by Alcover, Rico, Turnley and Bolino (2017b) illustrated 
that as employees regularly interact with a variety of others in their organisational settings, this 
could prompt a change in terms of how psychological contracts are developed due to these 
interactions. Associate consultants, like most employees, engage in social exchanges with 
organisations in normal dyadic relationships, but also need to manage multiple working 
relationships (Alcover et al., 2017; Bordia et al.,2010).  
There has been limited research addressing the challenges of project work and project 
organisation specifically (De Cuyper et al., 2008; Ashford, George & Blatt, 2007) were a client uses 
internal and external consultants for delivery (Scott & Hascall, 2016). For an associate consultant, 
relationships are complicated due to the multiple layers which further include other colleague type 
individuals. An example of the multiple layers of psychological contract relationships is provided, 
see figure 1.2.  
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1.4.1 Typical Contingent Workers  
A study carried out by Svensson and Wolven (2010) looked at temporary agency workers and 
their psychological contracts via a bespoke questionnaire loosely based on Millward and Hopkins' 
(1998) Psychological Contract Questionnaire. The results illustrated that temporary staff perceive 
the same promises of support for learning new skills and developing skills through the client 
company, illustrated a psychological contract with colleagues which supports the multi foci 
psychological contract theory by Marks (2001) and that the relational contract with both colleagues 
and management can be divided into sub-dimensions such as ‘fellowship' and 
challenge/development,' stating that the pattern is precise for the latter. Further results indicated that 
age and life experience are a prominent factor, as temporary staff between the ages of 31 to 45 had 
smaller psychological contracts with their colleagues compared to others in the 45 to 65 age range, 
and the more significant the individuals’ experience and time spent in the organisation, the lesser 
the scope of the psychological contract. This illustrated the significance of paying attention to other 
elements other than the employer and employee when studying the phenomenon of psychological 
contracts.  
However, the above study by Svensson & Wolven (2010) did not look at a specific ‘temporary’ 
worker group, it would have been advantageous to expand to specific specialist roles within the 
temporary worker group category.  
Another example of temporary agency workers psychological contract research is by Morf et al., 
(2014) who used an online survey of 352 temporary agency workers employed by a large temporary 
work agency. They looked at the dyadic psychological contracts with the temporary agency and the 
host client which has also been looked at by other scholars in the past (Liden, Anand & Vidyarthi, 
2016; Marks, 2001; McLean Parks et al., 1998), thus, exploring the dual psychological contract. 
The psychological contract was measured using Tekleab and Taylor (2003) three item scale. Their 
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indicated temps believe the agency is accountable for ensuring there is a balanced relationship 
among the temp and the host; this implies the host needs to satisfy its psychological contract with 
the temp. Other findings show the hosts’ fulfilment of the psychological contract controls the 
temps’ commitment towards the agency. The relationship here is a triangular one between the temp, 
the agency and the host, which to some degree is similar to the associate consultant with their client 
and end-user. However, for the associate consultant, the work appointments are on an ad hoc basis 
and there are no actual contracts per work appointment, thus, the commitment levels are very 
different especially given their expert skills and knowledge which imply job crafting activity is 
included in the psychological contract. The limitation for that study are that no breaches or 
violations were looked at, and neither was there a concentration on a specific group of temps. The 
results are quite general and have scope for further development.  
Researchers have explored psychological contracts of specific job roles in an employed setting. 
An interesting study by Shen (2010) looked at university academics’ psychological contracts and 
their fulfilment. Initially, the content of an academic psychological contract was determined by 
holding focus groups which allowed for a list of obligations to be collated based on the descriptions 
of employer obligations that were drawn from Robinson’s (1996) and Rousseau’s (1990) measure 
of the psychological contract. This information complied with Rousseau’s (1998, 2000) 
psychological contract Inventory Data which was used to formulate a questionnaire which was 
distributed to 280 academic staff. Results from that study found psychological contracts of 
university academics differ from psychological contracts of other professionals and that the 
psychological contract is transactional, thus, featuring items such as safe working environment, 
good promotion, adequate resourcing and support for the enthusiastic but less experienced 
researcher. Shen's findings could have been enhanced by further exploring a specific variety of 
work groups, such as temporary staff, e.g. guest speaker/lecturers, be they from an academic or 
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business background, to provide a fuller understanding of sector-specific knowledge temporary staff 
which would enhance the psychological contract theory, especially in relation to how relationships 
worked. This would have given insight into the relational aspect rather than a focus on the 
transactional aspect of academic psychological contracts.  
This research study focused on a specific working group, associate consultants within the arena 
of a specific role, occupational psychology and HR, and, therefore, was able to explore elements 
that contribute, hinder or highlight the mechanics behind the psychological contract of a specific 
group of individuals while in a form of temporary employment. This research looked to narrow the 
gap in the literature by adding a review of an increasing employment type. 
1.4.2 Associate Consultants and Multi-Stakeholder Management   
Multiple-agency relationships also have psychological contracts where it is noted an individual 
act simultaneously fulfils both firms’ requirements equally; this relationship exists openly, is known 
and is accepted by both firms (McLean Parks et al., 1998), clients are contract makers (Tomprou, 
Rousseau, & Hansen, 2015) . This is commonly cited as a coproduction process where actions by 
both are actively involved in working together for the delivery. Multiple-agency relationships are 
typical of many professional service firms (Greenwood, Li & Prakash 2005). Consulting firms are 
exemplars, as they hold a triangular relationship between the associate consultant, the consulting 
firm (employer), and the end-user. Liden, Wayne & Kraimer (2003) state that the individual, in this 
case, the associate consultant has two separate psychological contracts which have been created due 
to the two different sets of obligations.  
This research is an extension of this notion; however, it takes the stance that whether the 
associate consultant provides consultancy services through a consultancy firm or via direct client 
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contact, they are required to manage multiple psychological contracts, thus, the emphasis here is the 
relational aspect.   
1.4.2.1 Project Networks 
Project networks are informal formats of an organisation pulled together to complete a project 
and have been looked at from different positions (DeFillippi & Sydow, 2016; Gemu¨nden, 2016; 
Manning, 2010, 2017; Sydow & Staber, 2002; Windeler & Sydow, 2001); including inter-
organisational projects (Sydow & Braun, 2018); and temporary organisation settings (Bakker, 
DeFillippi, Schwab, & Sydow, 2016; Bechky, 2006). This adds to the modern complex working 
arrangements (Baruch & Rousseau, 2019; Kraak & Linde, 2019). Kaulo (2018) states that informal 
and unspoken agreements between individuals within the project network are conceptualized as a 
psychological contract. The results of that study provide some preliminary insights into the 
situations experienced by associate consultants such as collaboration, which is an aspect of job 
crafting, thus, creating opportunities that are fruitful and engaging.  
To a certain degree, Kaulo’s research is enhanced from the research of Koh, Ang & Straub 
(2004) which looked at mutual obligations between client and supplier in terms of a business 
relationship rather than an employer-employee concept. This research echoes that concept as 
associate consultants are a type of service supplier.  
1.4.3 Relationship Management 
This research study took Koh et al’s., (2004) view and developed the process by elaborating on 
mutual obligation terms of the psychological contract and the multi-layered aspect of this, due to the 
associate consultant managing multiple stakeholders while on an appointment for their client, thus, 
focusing on the relationships. This research took a step back and looked at how they initiate and 
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build business relationships, followed by how they maintained those relationships in terms of the 
breaches and the facets of the multi-layered aspects of this psychological contract.  
Introduction - Understanding Job Crafting and Collaboration 
1.5 Job Crafting  
An associate consultant is taken on due to their specialist knowledge (Kubr, 1996), therefore, the 
client may provide them with a loose brief, thus, providing the associate consultant with the 
flexibility to craft the work to produce the required results as they see fit within a professional 
boundary – i.e. parameters of the perceived psychological contract on both sides. They are usually 
given a briefing on what the work entails before they commence (Greiner & Metzger 1983; Schein 
1988; 2002), so to some degree, a psychological contract is starting to take place from the outset, it 
evolves and must be considered as ongoing between the two parties until the completion of the 
appointment (De Vos, De Stobbeleir, & Meganck, 2009; Levinson et al., 1962). Therefore, the 
brief, according to Blyth and Worthington (2010), has two distinct interests – the delivery team who 
supply and the users who demand. Generally, the briefing sets the tone of the work required; 
however, it does not elaborate on what needs to be done to ensure effective execution. There is 
minimal research on receiving and acting on work briefs. Typically, research on the type of 
psychological contract has focused on work settings such as full-time work, and with one employer; 
this research explored work taken on with limited work briefs and relating the process to associate 
consultant delivery, thus, exploring job crafting. When a job is crafted, an adaption is created which 
alters the psychological contract, this research links the two concepts an associate consultant 
engages in: psychological contract and job crafting.  
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1.5.1 Motivations to Job Craft  
When an associate consultant uses their expert knowledge, they demonstrate a form of proactive 
behaviour (Grant & Ashford, 2008). A body of research has illustrated that individuals who 
demonstrate proactive behaviour in such a way will also perform their job more effectively 
(Ashford & Black, 1996; Morrison, 1993a, 1993b; Thompson & Whitman, 2010). It should also be 
noted that if the needs are met for their current work roles, then they may not be motivated to craft 
their jobs (Caldwell & Reilly, 1990). Recently, work by a handful of researchers (Nielsen & 
Abildgaard, 2012; Petrou et al., 2012; Tims et al., 2012) have illustrated that job crafting is an 
important predictor of employee outcomes, such as work engagement, cynicism, employability, 
performance ratings, and job satisfaction. 
Typically, a person job crafts to create the job-person fit that might be missing in their work role 
(Wrzesniewski & Dutton, 2001; Tims & Bakker, 2010). It would be rare for an associate consultant 
to simply complete work as given, there will almost always be an element of job crafting in terms of 
motivational desires (Strauss & Parker, 2012; Tims & Bakker, 2010; Van Wingerden & Poell, 
2017) and most importantly client expectation. Usually, an employee would craft to stretch their 
skills (Oldham & Hackman, 2010) as this may provide challenges and experiences which in turn 
makes the employee place more of an effort at work (Gorgievski & Hobfoll, 2008). Typically, 
reducing work demands specifies a kind of withdrawal behaviour which is not constructive for 
motivation (Wu, Parker & Lee, 2018; Rudolph, Katz, Lavigne & Zacher, 2017) and in many 
instances, for an employee the focus would be static one-off changes (Wrzesniewski & Dutton, 
2001). However, for an associate consultant, it would be more about being strategic, thus, 
streamlining processes for a satisfactory outcome for the client which is done continuously, 
showcasing and exerting their expert skills and knowledge and possibly not about stretching their 
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skills. This streamlining strategic ability is based on their psychological contract in terms of 
applying their expertise skills and knowledge.   
Research by Tims, Bakker and Derks (2015) studied whether job crafting intentions and work 
engagement led to actual job crafting behaviours which would lead to higher levels of potential 
work engagement and job performance. As a theoretical framework, they utilised the JD-R model 
and focused on job crafting as the development of a self-initiated change that employee makes. 
They had used pre-existing data from Tims, Bakker and Derks (2013) which consisted of 1250 
participants from a chemical plant via a survey. The study was a three-wave design; one survey 
completed each month, on the basis that job crafting occurs at least once a day (Petrou, Demerouti, 
Peeters, Schaufeli, & Hetland, 2012), therefore, it would provide plenty of opportunities to illustrate 
job crafting. The survey consisted of a variety of scales. Tims, Bakker and Derk (2012) job crafting 
scale was used to measure job crafting, the Llorens, Bakker, Schaufeli and Salanova (2006) Utrecht 
work engagement scale (UWES) was used to measure work engagement and the Williams and 
Anderson (1991) in-role performance scale was used to measure in-role performance. Results 
indicated that crafting intentions and work engagement are highly correlated to actual job crafting, 
and that engaged employees perform better on their in-role tasks. The findings propose that 
employees can increase their work engagement and job performance through job crafting. It is 
expected that associate consultants would illustrate higher engagement in their job role as they not 
only have been selected but also accepted the job role; therefore, are engaged to craft as the 
intention is to make a satisfactory difference to the outcome for the client’s benefit. Typically, 
associate consultants initiate change in their job role to provide an expert service to their client; this 
is implied in their psychological contract and, therefore, seen as a promise that will be executed. 
Petrou et al., (2012) found that high day level work pressures and autonomy was associated with 
seeking resources that reduced demands which lead to job crafting. Associates consultants also 
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apply autonomy and work in a client pressured environment, therefore, would expect to see similar 
results with associate consultants.  
1.5.1.1 Proactive Workers 
A proactive employee who is motivated to do more with their skills will create a piece of work 
that enthuses them mentally and physically so they create new tasks and goals (Belschak & Den 
Hartog, 2010; Berg et al.,2010), which has been connected to improved performance (Caldwell & 
O’Reilly, 1990), intrinsic motivation, and employee engagement (Halbesleben, 2010; Dubbelt, 
Demerouti & Rispens, 2019). Associate consultants are usually prepared to make changes and 
recommendations that identify and serve the best interests of the client organisation by making 
changes in the task that is necessary (Petrou et al.,2012), it is expected as part of their psychological 
contract.  
Berg et al., (2008) state that individuals start to customise their roles to suit their preferences and 
skills. However, other research looks at the social side of being proactive at work. Brief and 
Motowidlo (1986) presented that prosocial organisational behaviour is a type of behaviour that is a) 
performed by a member of an organisation, b) interactions with individuals, groups, or organisation 
and c) executed with the potential of promoting the welfare of others. This type of social proactivity 
at work falls into a form relationship building, which most associate consultants would want to 
engage in as they would inevitably want to improve the quality of their experiences with their client 
(Ashford & Black, 1996; Saks & Ashforth, 1996). Earlier research by Rousseau, Ho and Greenberg 
(2006) illustrates that employees appreciate they can change workplaces and jobs regularly; 
therefore, they expect to be equipped with work that meets not only their preferences but also their 
values, motives and capabilities. For an associate consultant, moving around to complete ad hoc 
appointments is the nature of their work, it is expected that they ensure they are equipped with work 
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that keeps them motivated. When an associate consultant uses their expert skills and knowledge, 
they demonstrate a form of proactive behaviour (Grant & Ashford, 2008).  
1.5.1.2 Cognitive-Motivational Processes 
Proactive behaviour is about being in control, taking charge and using one's initiative to get 
things done. Two key cognitive-motivational processes have been identified to investigate the 
methods that are used to administer proactive behaviour.     
The risk factor - Proactive behaviour seems to include a decision-making process in which an 
individual assesses the likely outcomes of such behaviours, weighing up pros and cons on the 
success rate, along with deciding if they can handle them with any negative ramifications (Frese & 
Faye 2001), especially in terms of self efficacy (Parker, 2000). For an associate consultant, this 
would entail reviewing their psychological contract to ensure promises created are adhered to.  
The personal factor – Proactive behaviour engagement is considered when it is seen as necessary 
for fulfilling one's responsibilities, goals (Moorman & Podsakoff, 1992; Locke, Shaw, Saari, & 
Latham, 1981; Parker et al.,2006), or aspirations. The individual is focused on self-initiated and 
future-oriented action and that objective is to develop and change the situation or themselves 
(Crant, 2000; Unsworth & Parker, 2003). This can only be done if; the individual takes charge in 
some format (Morrison & Phelps, 1999); the emphasis is on improving the way the actual work is 
executed. At times, proactive behaviour is seen as a form of textual performance extra-role 
behaviour (Morrison & Phelps, 1999; Speier & Frese, 1997), and other times it is noted as the 
individual gauging in a variety of work-related activities, be they task or contextual focused 
(Grant,2009; Frese & Fay, 2001). For an associate consultant, the focus here again would be to 
fulfil the psychological contract which implies a form of productivity due to the expert skills 
pointing to job crafting activities.  
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1.5.2 Types of Job Crafting  
In an earlier study by Wrzesniewski and Dutton (2001), the authors stated there are three forms 
of job crafting which make it meaningful and satisfying for the individual. Other scholars such as 
Sekiguchi, Li, and Hosomi (2014) and Slemp and Vella-Brodrick (2013, 2014) have also looked at 
job crafting from the same three forms, and they are all applicable to an associate consultant: 1) 
Task crafting which focuses on referring to initiating changes in the actual type or number of 
activities an individual can finish on the job, 2) Relational crafting which explores the discretion 
applied about whom the individual interacts with at work and 3) Cognitive crafting which is quite 
different from task and relational crafting as it explores altering how the individual ‘sees’ their job, 
thus, looking to make it more personable.  
An alternative view of job crafting has been presented by Tims and Bakker (2010) which is 
based on the Job Demands Resource model (JD-R) (Demerouti, Bakker, Nachreiner, & Schaufeli, 
2001) which focuses on job crafting behaviours. Tims and Bakker (2010) have implied that they 
have been inspired by Wrzesniewski and Dutton (2001), however they utilised examining the job 
design from the perspective of the JD-R model. The JD-R model consists of two main job 
characteristics which are job demand, the effort the individual draws on for that job, and job 
resources, aspects of that job that aid the individual to address job demands and provide 
opportunities to develop from the situation at hand. Therefore, job demands (workload and role 
ambiguity) and job resources (feedback, autonomy, and support) can be seen as different functions 
(Bakker & Demerouti, 2014; Demerouti et al., 2001). A very recent development in the job crafting 
literature is a bridge between the two job crafting approaches.  
Tims and Bakker (2010) state that, rather than merely focusing on jobs when redesigning them, 
the focus ought to be on the employees who perform the job. They paint the colourful picture of 
employees who will be inclined to be motivated when performing the job role if it better fits their 
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individual skills and needs. This is more aligned with an associate consultant desire to work with 
and for a client that will benefit from their expert skills and knowledge. Tim and Bakker’s (2010) 
interpretation also suggests organisations that regularly consider the person-job fit (an individual's 
knowledge, skills and abilities versus the job demands, i.e. demands-abilities fit, Cable & Judge, 
1996, Lauver & Kristof-Brown, 2001, and the needs and desires of an individual and what is 
provided by the job, i.e. needs-supplies fit; Cable & DeRue, 2002) of their employee will benefit 
from these healthy and motivated employees who personally redesign their job roles as and when 
required as it is not a one-off episode (Berg et al.,2008). Associate consultants may engage in the 
form of job crafting in order to use their time and skills wisely (Berg et al.,2010; Wrzesniewski, 
Berg & Dutton, 2010; Ghitulescu, 2006; Leana et al.,2009; Wrzesniewski & Dutton, 2001). 
However, with a focus of what is expected of them based on their psychological contract of using 
their specialist expert knowledge to execute the work to ensure maximum effectiveness and 
satisfaction due to the implied obligations and promise made.  
In 2018, Bruning and Campion re-evaluated Wrzesniewski & Dutton (2001) first two job 
crafting perspectives as role crafting, attributing this to the task and social boundaries of work, and 
Tims et al., (2012) job resources and job demands approach as resource crafting; while this new 
interpretation incorporates some of the difference between the two approaches as it is implied that 
role crafting results in personal enrichment and resource crafting results in increased efficiency; 
this, however, may not be that clear cut.  For instance, in terms of the role-based element, Slemp 
and Vella-Brodrick (2013) research found that element could also result in completing a more 
efficient job. Also, the resource-based element is not mainly concerned with improved efficiency, as 
highlighted by Tims, Derks and & Bakker (2016).   
A hierarchical approach of job crafting is presented by Zhang and Parker (2018) and pulls 
together the different job crafting perspectives mentioned above. This approach proposes that, at the 
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highest hierarchical level, job crafting is prepared as either approach or avoidance crafting, and this 
is then followed by the typical job crafting form, whether that be behavioural or cognitive crafting 
and whether it involves changing job demands or job resources.   
Lazazzaraa, Tims and de Gennaro (2019) meta-synthesis study identified processes that 
illustrated when and how individuals engage in job crafting, the motives and with what 
consequences and presented a process model by classifying findings from an array of qualitative 
studies in job crafting. This process model highly incorporated the approach and avoidance 
distinction that Bruning and Campion (2018) and Zhang and Parker (2018) made. The results 
acknowledged contextual factors that illustrated specific motives to particular forms of job crafting, 
they also indicated specific crafting attributes to other context domains that do not tolerate job 
crafting activity to occur regardless of the motives for job crafting being present. With the patterns 
identified across a meta-analysis, this could aid understanding as to why certain relationships are 
more likely to occur than others. Recent work by Bakker and Oerlemans (2019) daily job crafting 
can have positive and negative implications, for an associate consultant this needs to be managed on 
a daily basis as they were work on ad hoc appointments be that a breach or a fulfilment criterion of 
their psychological contact.   
Given the fact that self-employment is increasing, the job crafting literature needs to be updated 
to include this group. Little is known about job crafting effects when employment contracts are 
different (Plomp, Tims, Khapova, Jansen & Bakker, 2019). Research by Ghitulescu (2006) 
specifically looked at job crafting within manufacturing and Leana et al., (2009) looked at teachers, 
therefore, created job crafting measures that were highly specific to those particular groups. To 
date, there is no specific research on job crafting for those that are self-employed. Tims et al., 
(2012) research is non group specific; however, does resonate with aspects of associate consultant 
work. Tims et al., (2012) developed a general scale which looks at four types of job crafting:  
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increasing social job resources, increasing structural job resources, increasing challenging job 
demands, and decreasing hindering job demands. When associate consultant adjusts/alters a work 
task, they use their expertise to create more work by either adding specifics or taking away factors 
to sharpen the task on that appointment. Touching on the COR-theory again, whether an associate 
consultant increases or decreases the demands on a job, initially, they need to put in some increased 
effort to create the change. The job demand at that point will need investment of resources 
(Halbesleben et al., 2014) which will result in some aspects of lost energy levels (Paškvan, 
Kubicek, Prem, & Korunka, 2016; Schaufeli & Bakker,2004). This could lead them to negative 
events, which could leave the associate consultant being burnt out (Granter, McCann, & Boyle, 
2015; Paškvan et al., 2015) due to having less resources (Hobfoll, 2002), causing some breaches 
and violations or causing exhaustion and less inclination to deal with breaches and violations. 
Associate consultants’ coping strategies, the promises in terms of support stated in their 
psychological contract (Solinger, Homans, Bal & Jansen, 2015) will be touched upon when dealing 
with breaches and violation. The job crafting they engage in can be similar and / or different to 
those already noted. The changes they make are based on the promises made in their psychological 
contract and may even alter the psychological contract based on the nature of the changes, whom 
they are for as well, due to the multi-layered aspects.  
This research will add and expand on the current literature from an associate consultants’ 
perspective. Additional to this, an associate consultant as mentioned in previous sections works 
with not only their client but also the end-user on a variety of individuals connected to that arena. 
Therefore, the collaborative working factors would naturally also impact job crafting within this 
group.  
64 
 
 ASSOCIATE CONSULTANTS’ EXPERIENCES 
 
1.5.3 Why Associate Consultants Job Craft 
Associate consultants need to use their initiative and be proactive at improving work processes 
and/or changing the situation for the better because that is the reason for their appointment 
(Frederick & Vanderweele, 2017a), their psychological contract implies using their expert skills and 
knowledge to meet the client(s) need.  Often, they are required to work on their own, thus, carving 
the work to meet the client’s needs. Their client’s general requirements are stated in a work brief, 
usually verbally with some documentation when taking on an appointment; before this, the client’s 
general needs are understood in the psychological contract the associate consultant holds with them. 
When changes are made and or negotiated, the relationship alters as the psychological contract is 
then adjusted to suit that particular appointment. Current research does not focus on how job 
crafting changes the relationship of the psychological contract, especially when the job crafter 
works with multiple stakeholders and is a self-employed associate consultant rather than an 
employee of the organisation.  
An associate consultant may craft elements of the job they are asked to work on throughout the 
project duration, be that for a few days, weeks or months. For example: 
1. When delivering and/or designing a training course, the associate consultant may change 
elements of the course to make it more current or change the format to suit the audience, i.e. 
more practical than theoretical to enhance understanding. This can be done while the course 
is being delivered or at the design stage.   
2. When presented with a business problem that needs to be managed, the associate is required 
to be proactive and implement ideas to resolve the concern (Parker et al., 2006). 
3. When informing an employee or candidate that they have not been successful for a particular 
appointment and, therefore, will not be taken on for the role for which they had applied, the 
associate consultant may also choose to provide some form of coaching on how to perform 
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better next time or possibly discuss other avenues of career interest that may be more 
suitable; thus, making the meeting more constructive for the individual concerned and 
providing a form of job satisfaction for the associate consultant. In these instances, the 
layered effect of the psychological contract becomes visible as there is more than one client 
and they all have different needs.  
4. When working with the operation and business managers, the associate consultant may make 
further recommendations which will result in additional consultancy work for them for the 
project at hand or future projects, i.e. influencing decision-makers (Dutton & Ashford, 1993) 
and consulting with seniors (Tharenou & Terry, 1998). This also provides the associate 
consultant with the opportunity to network, (Morrison, 2002), i.e. setting the path for future 
consultancy work.  
1.5.3.1 Job Crafting without Consent  
Lyons (2008) established through a qualitative study of 107 sales employees that 78% of their 
supervisors did not know the employees had crafted parts of their job roles. They also found job 
crafting behaviours ranged across several areas: personal skill development (30%), task function 
(21%), building relationships (19%), tactics choice (17%), and maintaining relationships (13%). 
Results of that study further indicated positive, significant correlations were found between 
elements of work alteration and the variables of self-perception, perceived control, and willingness 
to change. Overall, job crafting  may not be specifically encouraged but is accepted as employees 
are expected to show proactive behaviour as, more increasingly, organisations and management feel 
employees should look to use their time and skills wisely (Berg, Grant, & Johnson, 2010; Berg, 
Wrzesniewski, & Dutton, 2010; Ghitulescu, 2006; Leana et al.,2009; Wrzesniewski & Dutton, 
2001). It can be argued it is expected from associate consultants due to the fact they are appointed 
for their expert knowledge which they will use on an appointment.  
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Where the organisation looks at the person fit (Tims et al.,2010, 2012), the individual looks at 
the organisation fit. An associate consultant will search for clients that allow/empower them to use 
their expert knowledge to enhance processes. Organisational fit is an ongoing process which starts 
at the search stage, i.e. when putting out feelers for potential new clients, and carries on during the 
selection process and while on appointments for the client. The fit can be established and terminated 
at any stage.   
1.6 Collaboration 
Although initially psychological contracts were used to explore employee-employer 
relationships, the notion has since been applied to team dynamics (Lacoursiere, 1980) and team 
charters (Sverdrup & Schei, 2015). Associate consultants not only work with other associate 
consultants but also with individuals from their initial client as well as the end-user, as they hold a 
specific client-supplier relationship (Herriot, Manning, & Kidd, 1997; Koh, Ang, & Straub, 2004). 
This is not quite the same as project networks, (DeFillippi & Sydow, 2016; Gemu¨nden, 2016; 
Manning, 2010, 2017; Sydow & Staber, 2002); inter-organisational projects (Sydow & Braun, 
2018); and temporary organisations (Bakker, DeFillippi, Schwab, & Sydow, 2016; Bechky, 2006; 
Hellgren & Stjernberg, 1995); however, they require working together which will subsequently alter 
the psychological contract boundaries, therefore, an adjustment of the promises and expectations 
initially presumed would be required. The collaboration aspect was not a specific focus of this 
study; however, given the nature of the way associate consultants work, the interactions and the 
relational aspects of the activities they engage in while on client appointments, it was an area that 
could not be ignored. Research by Laulié and Tekleab (2016) found that when a worker believes 
their psychological contract has been fulfilled, that process may well provide a motivational source 
for teams they are working in to perform effectively. Usually, job crafting focuses on an individual; 
however, there has been increasing research into job crafting at the team level (Leana et al.,2009; 
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McClelland, Leach, Clegg & McGowan, 2014; Tims et al.,2013). On an appointment where the 
associate consultant has taken the lead or displays some autonomy in terms of adjusting altering the 
work, they are typically working with others. The multi-layered psychological contracts involve a 
form of stakeholder management which can manifest into waves of collaborative working (Luu, 
2017; Mäkikangas, Aunola, Seppälä & Hakanen, 2016; Mattarelli & Tagliaventi, 2015; Tims et al., 
2013). This research also will highlight how collaborative work impacts the psychological contract 
and job crafting activities of associate consultants who are working together on an appointment.  
1.7 Key Findings of the Literature Review and Aims of the Investigation 
This research design aims at carefully understanding how associate consultant manage their 
clients’ engagement process. It is apparent from the literature review that current theory and 
research have limitations as the psychological contract and job crafting profoundly focuses on 
the employed rather than the self-employment sector. Associate consultants do not have an 
actual work contract and work with more than one organisation at a time, and when they work 
with a particular organisation they need to manage multiple stakeholders as they work with their 
client and the end-user on an appointment which adds to the complexities of their psychological 
contract and job crafting activities. Denise Rousseau (2001) is hugely credited with stating the 
four main stages of contract formation, however, this is centred around employed individuals.  
The first research question is, therefore: 
1. How does an associate consultant initiate, build and maintain relationships (psychological 
contract) with their client? (RQ1) 
It is important to understand how they make initial contact with potential clients, for example, 
re-connect with previous colleagues (Ramakers, Van Wilsem, Nieuwbeerta, & Dirkzwager, 
2015) and how that relationship is built and maintained especially since there is no actual 
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contract, no actual job description and ad hoc appointments, therefore, their promises and 
mutual expectations are formatted differently, potentially expected as they are appointed to use 
their skills and knowledge for delivery. This provides information to ascertain the type of 
psychological contract they have with their clients i.e. transformational or relational (Philip & 
Lopez, 2013; Robinson, Kraatz & Rousseau, 1994). Tomprou and Nikolaou (2011) stated there 
is a need for research of psychological contracts of contemporary workers, this is understandable 
given the increase in self-employment in the economic climate. However, the complexity here is 
the various stakeholders the associate consultant engages with. There has been some reference to 
project networks psychological contract in recent years (DeFillippi & Sydow, 2016; 
Gemu¨nden, 2016) but nothing specific on how multiple stakeholders are engaged with 
effectively in light of complications due to the multiple layers of engagement. This then leads to 
the next research question.  
2. How does an associate consultant shape, repair and maintain psychological contracts with 
multiple stakeholders? (RQ2)  
To understand how they manage the multiple stakeholder relationships, it is useful to find out 
what a good psychological contract looks like for an associate consultant to understand how they 
feel fulfilled (Shore et al.,2018) and identify with their clients (Rodwell, Ellershaw & Flower, 
2015). This helps appreciate how they would deal with a breach, especially since they have 
more than one client to pacify per appointment. The factors they take into account when 
responding and repairing said breach would be different from an employed person as there is no 
actual management or contract to fall back on. At this point, they would need to engage in 
further proactive behaviour to address any concerns. The culture of being self-employed would 
indicate to address and move on. This brings out the third and final research question: 
3. How and why does an associate consultant engage in job crafting and collaboration? 
(RQ3) 
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Clients expect associate consultants to display proactive behaviour. Typically proactive 
employed workers are motivated and engaged (Halbesleben, 2010; Dubbelt et al., 2019), they 
have the desire to improve their performance (Petrou et al.,2012). The JD-R model had been 
used by the likes of Tims et al., (2015) to illustrate how job crafting is executed by workers by 
increasing or decreasing the job demands. However there is limited information on job crafting 
activities and effects when employment contacts are different (Plomp et al., 2019). Associate 
consultants would need to job craft when they seek new clients, work with multiple 
stakeholders, repairs breaches and would be simply expected to job craft at all times for various 
other reasons. Investigating this with associate consultant will bring out different, novel and new 
types of job crafting activities as their work is created differently and based on a psychological 
contract. Collaborative working (Luu, 2017; Mäkikangas, et al.,; 2016; Mattarelli & Tagliaventi, 
2015) is expected in most workplaces, and associate consultants work with others continuously 
be it clients, end-users or other colleague type individuals to adjust/alter work tasks which is 
known as collaborative crafting (Leanna et al.,2009). How they work with others and lead whilst 
working with others to enhance their psychological contract and job crafting activities would be 
advantageous to understand. 
Reflecting on personal experiences and noticing other associate consultants' experiences, and 
through familiarisation processes with those in my network, facilitated the area of exploration,  
specific research questions were 'set-up' that would address, modify and expand the current 
literature. The findings from this research will provide insight into how associate consultants: 
1. Can be understood and managed better by consultancy firms, direct clients and other 
bodies/individuals interacting with the associate consultants. 
2. Can better engage with stakeholders.   
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The practical applications and modifications and extensions to current theory from this 
research will be beneficial to many.  
1.8 Chapter Summary and Next Steps  
This chapter discussed the need to explore the self-employed associate consultants as they are a 
growing group of transient employment type. Reviewing the psychological contract and job crafting 
literature, it was apparent that the current theories need to be modified to illustrate the types of 
promises, mutual understanding and adjustment of a task and role associate consultants engage in, 
which then harnesses their relationships with their multiple clients. To begin it is important to 
understand how associate consultants build their client relationships, the formation of their 
psychological contract is an area that needs attention as this aids understanding of what their 
psychological contract looks like. Given that associate consultant are appointed to use their expert 
skills and knowledge it is implied that they would then engage in the proactive behaviour of job 
crafting which would alter their psychological contract as well as upholding promises made. The 
complexities arise where the associate consultant engages with more than one stakeholder, thus 
addressing their initial client and the end-users needs which can differ. This implies a multi-layered 
psychological contract which is to some degree still governed by the initial client is highly 
relationship focused. Therefore the nuances of the psychological contract, be they breaches or 
fulfilment, and job crafting activities for associate consultants are expected to be unique in most 
instances but also modifications based on traditional employment settings.  
The next chapter will begin with an outline of this research programme, the design strategy, 
which aims to capture information to address the above research questions. Traditional paradigms 
and mixed-method approaches are discussed to begin with. The various studies mentioned above 
illustrated either quantitative or qualitative research methods for measuring psychological contracts 
and job crafting. There is no precedent for combining both theories into one design method for 
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measuring outcomes. Therefore, I have decided to use a mixed-method sequential design approach, 
starting with a bespoke questionnaire to capture the bigger picture, followed by a bespoke semi-
structured interview which addresses the specifics that the questionnaire was not able to establish. 
The last sections discuss the ethical considerations and my reflections as an insider research 
illustrating concerns and thoughts to combat any biases. 
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Chapter Two: Research Design and Reflexivity 
2 Chapter Abstract   
This chapter begins with an overview of my research strategy (Section 2.1) which is a mixed 
method design, this is discussed in terms of traditional paradigms of positivism and 
interpretivism/constructivism, followed by the usage of mixed method approaches and its origins to 
explore research questions, as was the case for this research study (Section 2.2). The different types 
of mixed methods are then discussed (Section 2.2.2), highlighting some disadvantages and 
advantages of using such an approach with an explanation of the typical mixed method approaches 
used in psychological contracts and job crafting studies. Next, the specific type of mixed method 
utilised in my study is discussed in terms of the way I planned my research (Section 2.3.1). My 
sequential explanatory mixed method is illustrated in figure 2.2. Then a description of the 
participant sample and an explanation of the statistical procedures used to analyse the data are 
detailed (Section 2.4). The last section specifies my reflection (Section 2.6) which specified insider 
research appreciation from the advantages and disadvantages (Section 2.6.1) to data collection and 
analysis (Section 2.6.6).  
2.1 Overview of Research Strategy  
My research is a sequential mixed method study design, combining aspects of quantitative and 
qualitative research approaches. This research incorporated two central studies. Study 1 (Quant)  
was the feasibility study and Study 2 (Qual) was conducted through semi-structured interviews 
which further detailed the way associate consultants built and maintained psychological contracts in 
light of engaging with multi-layered stakeholders, and how job crafting activities were carried out 
to meet various needs and requirements (Bryman, 2001; Bansal & Corley, 2011; Creswell & Clark, 
2007). This approach enabled a direction to be decided, due to the complexity of the research 
questions, as they were looked at from various angles, from making initial findings and then 
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moving on to explore deeper by further collecting data and analysing for enhancing understanding 
rather than simply adding to the dataset (Charmaz, 2000; Locke, 1996; Strauss & Corbin, 1994; 
Suddaby, 2006).  
Throughout both studies, I was aware that I had placed myself and my practice under scrutiny 
(McGraw, Zvonkovic, & Walker, 2000), as I was not merely just the researcher as I am an associate 
consultant as well, therefore, engaging in the same work practices as the participants. 
2.2 Mixed Method Approach 
Mixed methods research is “where the researcher mixes or combines quantitative and qualitative 
research techniques, methods, approaches, concepts or language into a single study” (Johnson and 
Onwuegbuzie, 2004, p.17).   
The literature is dedicated to the definition and explication of what constitutes mixed methods 
research (see for examples, Creswell, 2002; Creswell, Plano Clark, Guttmann, & Hanson, 2003; 
Creswell & Plano Clark 2007; Leech & Onwuegbuzie, 2009; Onwuegbuzie & Johnson, 2004; 
Teddlie & Tashakkori, 2006).   
Typically, there are two types of research design, qualitative research and quantitative research. 
The third approach is the mixed method approach which incorporates both qualitative and 
quantitative data in one study (Wisdom, Cavaleri, Onwuegbuzie & Green, 2012; Creswell, Plano & 
Clark, 2011) an overview of these approaches are reviewed in Section 3.2.2. In my research study, 
the first stage utilised a quantitative, with some qualitative elements, approach to understand and 
discover the prevalence of psychological contract attributes and job crafting activities within this 
niche group, which needed to be investigated first. After establishing an understanding, it needed to 
be tested qualitatively. The second stage, a qualitative semi-structured interview was utilised to 
execute and explore specific aspects such as why, when and how, and see how these attributes and 
74 
 
 ASSOCIATE CONSULTANTS’ EXPERIENCES 
 
activities are similar and different for associate consultants to make meaning and add richness from 
the data. Careful sequencing of the methods was required (Creswell, 2003; Morgan, 1998; Patton, 
1990; Steckler, McLeroy, Goodman, Bird, & McCormick, 1992; Tashakkori et al.,1998) 
2.2.1 Traditional Paradigms  
In 1962 Thomas Kuhn proposed paradigms, which are belief systems that guide researchers 
(Guba & Lincoln, 1994). Qualitative and quantitative research are two very different paradigms 
which are determined from different philosophical assumptions and have dominated mixed method 
strategies. The predominance of a particular paradigm has raised a qualitative-quantitative debate 
which has been reflected in the literature (Crotty, 1998; Mertens, 2015). 
Quantitative descriptive studies are “concerned with and designed only to describe the existing 
distribution of variables without much regard to causal relationships or other hypotheses” (Porta et 
al., 2014, p. 72), they are based on the positive paradigm (Bryman, 1984; Kauber, 1986; Sale, 
Lohfeld, & Brazil, 2002; Tashakkori et al.,1998). For that type of research study, however, the 
focus is on the analytical progression of figurative data for a variety of different fields. Denscombe 
(2007) describes the quantitative study as being entirely about the quantifying relationships between 
variables, an objective approach thus not influenced by the researcher (Bryman, 1984; Guba & 
Lincoln, 1994). Typically, this type of research process is executed by questionnaires with the 
limited scope for responses (Bryman, 1984; Carey, 1993) and are generally replicable (Denzin & 
Lincoln, 2011).  
There are four main types of quantitative research designs (Creswell, 1994), and each primarily 
relates the level of control from the researcher in terms of variables in the experiment. Below is a 
short description of each type of quantitative research design:  
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▪ Experimental Designs: There is at least one experimental and control group, randomised 
control group. All variables are controlled except for the one being manipulated (the 
independent variable). The effects of the independent variable on the dependent variable are 
collected and analysed for a relationship. 
▪ A Correlational Design: Relationships are measured without manipulating independent 
variables. However, it does not look for cause and effect and is thus observational in terms of 
data collection.  
▪ A Descriptive Design:  The researcher describes the current status of a variable as they do not 
start with a hypothesis. However, it develops one after the data is collected by observation.   
▪ A Quasi-Experimental Design: Similar to an experimental design but without assigning a 
control group. Transparency for each group and results are compared with results from groups 
which were not exposed to the variable. 
However, it has been argued that these types of research exclude phenomena that is unobservable 
(Denzin & Lincoln 2011; Polit et al 2013) and does not manage the participants’ experiences and 
perspectives in measured settings (Ary, Jacobs, Sorensen, & Walker, 2013), although studied 
objectively and not influenced by the researcher (Bryman, 1984; Guba & Lincoln, 1994). Robson 
(2002) states these strategies are similar in many respects as they are primarily concerned with 
patterns of group averages, behaviour, tendencies and properties.  
 
Qualitative research studies are “an approach for exploring and understanding the meaning 
individuals or groups ascribe to a social or human problem” (Creswell, 2013b, p. 3) and are based 
on the interpretivism and constructivism paradigm (Guba & Lincoln, 1994; Sale et al., 2002; 
Tashakkori & Teddlie, 1998), which are both subjective and intersubjective (Weaver and Olson 
2006). This process shows a ‘methodological openness’ (Patton 2015), looking at how research 
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questions can be resolved and by understanding the world (Morgan, 2007; Tashakkori & Teddie 
2010). The description in the language used provides insights of feelings, experiences and opinions 
(Denzin, 1989). Maxwell (2013) promotes qualitative research as processes and phenomena of 
exploring deeper meanings in relationships from motives, aspirations, beliefs, values and attitudes. 
This type of information is commonly collated from focus groups, interviews, observations, 
pictures, videos and even objects from artefacts (Cohen, Manion, & Morrison, 2011).  
There are five main types of qualitative research designs, according to Creswell and Poth (2017); 
below are short descriptions of each one:  
▪ Ethnography: The researcher immerses themselves within the target participants’ 
environment, their cultural parameters, experiencing the environment first-hand, and as a 
participant observer if they choose, and reporting on them.  
▪ Narrative: A study of using narrative materials of any type of text or verbal focusing on the 
lives of individuals through their stories.   
▪ Phenomenological: Describes how human beings experience a particular phenomenon. It 
studies consciousness, therefore, sets aside biases and preconceived assumptions.   
▪ Grounded Theory: A process where a theory emerges from the data that is collected. 
Relational statements are coded, and connections are made.  
▪ Case Study: Evidence is obtained from a variety of sources for in-depth investigation. Much 
of the information is qualitative, but numerical data can be utilised as well. 
However, this then makes it difficult for the researcher to be objective as the participant and the 
researcher are indistinguishably linked (Bryman, 1984). The data taken from these sources are 
descriptive data which are not entirely structured, (Taylor, 2009) therefore, not entirely replicable. 
There are some other disadvantages noted by scholars. Silverman (2016) states this type of research 
leaves out contextual sensitivities as they are focused on experiences and meaning, as the focus is 
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intelligent participants’ experiences (Wilson, 2014; Tuohy, Cooney, Dowling, Murphy & Sixsmith 
2013). Typically for qualitative research, the sample sizes are smaller and, thus, deemed an issue in 
terms of the overall population (Harry & Lipsky, 2014; Thompson, 2011) of that particular group. 
However, Darlington and Scott (2003, p. 18) state that, “If one considers the unit of attention as the 
phenomenon under investigation, rather than the number of individuals, then the sample is often 
much larger than first appears”.  
Pragmatists ‘embraces plurality of method and multiple method philosophies’ (Maxcy, 2003, p. 
52), acceptance of both approaches (Tashakkori & Teddlie,1998) is known as a mixed method 
approach.  
The mixed method approach is an emergent methodology originating in social science, drawing 
on strengths from both paradigms and frequently referred to as the third type (Gorard &Taylor, 
2004), the third research paradigm (Johnson and Onwuegbuzie, 2004), the third methodological 
movement (Tashakkori & Teddlie, 2003) and has been a research method for nearly thirty years 
(Cresswell, 2015). Researchers such as Clark and Yaros (1998) state that data from different 
perspectives is required in social science research due to the complexity of the phenomena.  
2.2.1.1 Historical Appreciation of a Mixed Method Approach 
Over the last three to four decades, there has been a growth and rapid expansion of the mixed 
methods approach (Brannen, 1992; Creswell, 2003; Creswell & Plano Clark, 2007; Dunning et al., 
2008; Johnson et al. 2007; Teddlie & Tashakkori 2010). However, it is commonly stated that mixed 
methods have been used since 1959. Research carried out by Campbell and Fiske (1959) utilised a 
triangulation method; however, Creswell and Plano Clark (2011) stated that although mixed 
methods started in the 1950s, there was a continuous interest up to the 1980s where more than one 
methodological approach was used in a study. It was not until the late 1980s to early 1990s when 
approach in research “moved beyond simply using qualitative and quantitative methods as distinct, 
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separate strands in a study” (p. 20). Other scholars such as Teddlie and Tashakkori (2003) reference 
up to the 1950s a considerable amount of mixed methods approaches being conducted. However, it 
was not until after 1950s, emergence of the first explicit multimethod designs occurred.  
Other historical studies which also combined qualitative and quantitative methods, such as the 
well-distinguished Hawthorne Studies (Roethlisberger & Dickson, 1939), which commenced in 
1924, and Yankee City studies, which commenced in 1930 (Warner & Lunt, 1941), both of these 
studies displayed a thorough integration of both types of datasets when analysing and creating their 
discussions.   
There is lesser known evidence of mixed methods being used as early as 1899. Maxwell (2016) 
argues that the first published study combining qualitative and quantitative methods is an empirical 
field study by Dubois (1899). That study’s documents consisted of numerical tables, interspersed 
with observations, quotes from interviews, and excerpts from documents. I was fascinated by 
learning about this, I read an extract from Dubois’ paper, which has since been reprinted, and he 
argued that “The use of both of these methods which have been attempted in this study may perhaps 
have corrected to some extent the errors of each”. I thought that statement was an agreeable way to 
reason social science research. That statement could also be the early versions of exploratory or 
explanatory design. Another way to look at this is by acknowledging that the strength of both 
approaches diminishes their corresponding weaknesses (Onwuegbuzie & Leech 2005, Patton 2002, 
Tashakkori & Teddie 2010). 
2.2.1.2 Prevalence of Mixed Methods Research 
Over the last 30 years, the mixed method approach has gained significant popularity. The 
majority of the studies examining prevalence focus on one discipline (Cameron & Molina-
Azorin, 2011; Niglas, 2004; Plano Clark, Hudderson-Casas, Chuchill, O’Neil Green & Garret, 
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2008; van der Roest, Saaij & van Bottenburg, 2015), for example, education, or multidiscipline 
(Alise & Teddlie, 2010; Ivankova & Kawamura, 2010) for example, education and psychology.  
When focusing on the prevalence of mixed method studies in the field of business and 
organisational psychology, scholars have reported on the period between 1997 and 2010. 
Cameron and Molina-Azorin (2011), when reviewing all leading management journals between 
1997 and 2006, a prevalence rate between 6.7% and 14.6% was found. However, some scholars 
have stated that popularity is not as significant has been stated. For example, only 1.2% 
prevalence rate was found between 1990 and 2010 by Harrison (2013). The variations can be 
explained by different periods covered, along with different journals considered; overall, mixed 
methods are not at present a widespread methodology choice. However, due to the content 
within my study in the types of research questions I wanted to explore, a mixed method research 
was the best option to execute my research. 
Further emphasis regarding my choice of methodology is described in the sections that 
follow. 
2.2.1.3 Research Philosophy 
There are several paradigms researched that have been recognised as valuable world views 
concerning mixed method research (Creswell, 2014; Denzin & Lincoln, 2011; Lincoln, Lynham 
& Guba., 2011; Morgan, 2007).  
The six paradigms appreciated by Denzin and Lincoln (2011) are positivism, constructivism, 
interpretivism, feminism, post-positivism and critical theory. Whereas a theoretical stance from 
Creswell (2014) identified and discussed four paradigms: pragmatism, post-positivism, 
participatory/advocacy and social constructivism. Creswell added another paradigm in 2015, 
transformative-emancipatory.  
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I stand with the world view of pragmatism, all things considered, I adopted this stance 
because I accept the view that the third way creates enhanced knowledge by ‘mixing’ both 
qualitative and quantitative methods. There are many diverse ways of interpreting the world and 
conducting research with multiple methods. Although interpretivism and positivism are two 
extreme mutually exclusive paradigms, pragmatics can combine both, positivist and 
interpretivism positions within the scope of a single research according to the nature of the 
research question thus inspiring ‘researchers to devise their own methods by leveraging what is 
available and by creatively synthesizing them into a unique approach’ (Singh, 2015). I also 
came to this understanding after completing various research, namely, for my academic studies, 
some client work and accepting some limitations for the two sequential studies in this research. 
For example, the responses in a questionnaire-based approach can be restrictive, thus, general 
(Howitt & Cramer, 2008) in terms of proving and accepting there is a psychological contract and 
job crafting activities amongst associate consultants. At that stage, the research was positioned 
as a positivist paradigm. This was very much required at that stage as a niche group was being 
researched. I was confident I had proved and then accepted associate consultants have a 
psychological contract, and that they engage in job crafting activities. However, I needed further 
information to understand the nuances for this particular group. The follow up study of semi-
structured interviews provided responses with specific detail and depth about what the 
psychological contract involves and the types of activities the job crafting brings out in associate 
consultants and why. This added an interpretivist paradigm approach to this research. Therefore, 
the philosophical stance shifted, however the combination of depth and generalisability (Teddlie 
& Tashakkori, 2010) was advantageous when investigating this under researched group, thus 
becoming a pragmatism paradigm study. It is argued by Tashakkori, Teddie and Teddie (2010) 
that this is the most commonly utilised paradigm by mixed method scholars.  
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Many scholars, during the 1980s, argued that their approach of either quantitative or 
qualitative method was superior. Up until the 1980s, quantitative research was usually the more 
accepted paradigm, then the paradigm conflicts started to occur (Guba, 1990; Tashakkori & 
Teddlie, 1998). The increasing growth of pragmatism have created what is termed paradigm 
wars (Alise & Teddlie, 2010; Morgan, 2007; Tashakkkori & Teddlie, 1998), which have been 
taken from the different assumptions of positivism and interpretivism from the 19th century. 
Theorist such as Miles & Huberman (1994) believe this is a never-ending war, and the debate of 
quantitative-qualitative debate seems to go back and forth.  
In pragmatism, in order to address the complexities in the real-world research concept, 
‘methodological openness’ (Patton 2015) is required when addressing real-life challenges 
(Creswell 2014, 2013).  
2.2.2 Types of Mixed Methods Design 
The combination of a quantitative and qualitative approach has many variances, either with equal 
status or dominant status in terms of quantitative (QUAN) and qualitative (QUAL) elements. See 
Figure 2.1. 
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Over 40 different types of mixed methods were identified by Tashakkori and Teddlie (2003a). 
These were reviewed and Creswell et al., (2003) and then Creswell and Plano Clark (2007) were 
able to summarise these into four major types of mixed methods designs: The Triangulation Design, 
the Embedded Design, the Explanatory Design, and the Exploratory Design as stated by Creswell et 
al., (2007). These are described and discussed in Table 2.1.      
Table 2.1 Types of mixed methods design. 
Design Type Design Description 
Triangulation Using results that use different methods to examine the same phenomena. 
This process can include several collections of similar data from different 
respondents. The results clarify, enhance or demonstrate outcomes from 
one method with the findings from another method. (Creswell, Plano Clark, 
et al., 2003; Jick, 1979). The results of both studies complement each other 
as they are amalgamated together so that weaknesses and strengths 
compensate each other (Morse, 1991). 
Embedded Using results from one type of data in a supportive role to the other method 
type. In these types of studies, the unique element is that the overall study 
is executed by either a traditional method of qualitative or quantitative 
methodology which provides direction of the research (Greene & Caracelli, 
1997); therefore, supplementary data is collected at any stage of the study, 
i.e. before, after, during (Creswell et al.,2007).  
Explanatory Using the results of one method to construct subsequent studies. Therefore, 
the lead is the first study; the second study is then better equipped to 
answer the research question (Creswell et al.,2007). These types of studies 
have subsequent stages; for example, the quantitative data collection and 
analysis is completed first; therefore, it provides an overview emphasis on 
the actual study.  
Exploratory Using the results of a method where there is very little empirical 
knowledge about that particular area (Creswell et al.,2007). Therefore, the 
phenomenon is first explored qualitatively before it can be tested (Creswell 
et al.,2003; Morgan, 1998). Typically, this design is used when developing 
a tool or instrument (Creswell, 1999; Creswell, Fetters & Ivankova, 2004).  
 
A triangulation design provides a detailed and balanced picture of a situation (Fieldings, 2012; 
Modell, 2009; Olsen 2004) as several observations are better than one (Bechhofer & Paterson, 
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2000) and provide cross-checking of data (O’Donoghue & Punch, 2003); however, there is a chance 
of inconsistency across the data sources or approaches. Although Patton (2002) provides prospects 
to uncover more profound meaning in the data, the most significant disadvantage of triangulation is 
that it can become quite complicated due to its wide variety (Bryman, 2003; Ritchie & Lewis, 2003) 
and is time-consuming, involving further planning and organising (Thurmond, 2001). I decided 
against using this method due to organising and time constraints associate consultants have in terms 
of their availability.    
Embedded design is where one dataset gives support, and therefore seen as the secondary source, 
providing support to the primary data (Creswell et al. 2003).  Although initially, I felt this was the 
approach to take, however, it became apparent that although one of the studies was a feasibility 
study, the results from that study were just as relevant, and not seen necessarily just as supportive 
data.   
An exploratory design is where results of the qualitative method, the first method, supports the 
development of the quantitative method, the second method (Greene, Green & Goodyear,1989). 
Typically, this design is used when there is a real need to develop and test an instrument or a theory 
because one is not available (Creswell, 1999; Creswell et al., 2004). For my research, the theory had 
been established but needed to be modified to the changing environment, and there are various 
questionnaires which I drew from based on the subject area and prevalence of using for my two 
research areas of psychological contracts and job crafting.  
An explanatory design is where there is a two-phase design. My study can be considered the 
explanatory type of mixed method. The research was initiated with a quantitative method, a 
questionnaire; the results were built on to develop and create a semi-structured interview which 
addressed the main research questions with depth and detail (Creswell et al.,2003). Business and 
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organisational psychology widely use this type of sequential exploratory research design (Harrison 
& Reilly, 2011; Harrison; 2013). 
2.2.2.1 Utilising Mixed Method Approach 
There have been numerous arguments for combining two or more types of methods in one study.  
Guba and Lincoln (2005) state that blending elements of one paradigm into another demonstrates 
research has been represented by the best of both world views. I agree with this concept; however, I 
am not dismissing a singular method approach but for my research, I show appreciation to the 
‘complementary strengths’ paradigmatic stance (Teddlie & Tashakkori, 2010). I had some idea of 
the questions that I wanted to ask from the outset (Creswell 1998; Patton 1990; Williamson, 2000), 
I needed to find the best method possible to address my questions. I firmly believe for my study that 
the depth and detail provided by the qualitative exploration of the research topic was informed by 
the quantitative study (Bryman & Bell, 2011; Tashakkori & Teddlie, 1998), and both methods are 
‘mutually illuminating’ (Bryman & Bell, 2011, p.628).  
2.2.2.2 Advantages of Using a Mixed Method Approach  
There were many advantages of utilising a mixed methods approach in my study:  
▪ Mixed methods approach provides an opportunity for a study to make a practical and 
theoretical contribution. This was of particular importance to my study given that self-
employment is a growing group of transient workers, therefore, has practical implications 
for the UK workforce and organisations.  
▪ Mixing methods approach provides an opportunity to give further understanding into my 
interest of how Associate consultants build and maintain relationships with their clients, 
touching on the nuances of that relationship, along with how they executed the work 
required (Haverkamp, Morrow, & Ponterotto, 2005; Venkatesh, Brown & Bala., 2013).  
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▪ Mixed method approach provides robust inferences, as the methods ‘should be mixed in a 
way that has complementary strengths and non-overlapping weaknesses’ (Teddlie & 
Tashakkori, 2003, p. 16). In my research study, for example, I used not only quantitative 
data from the questionnaire but also qualitative data from the semi-structured interviews. 
▪ Mixed methods approach provides an opportunity to develop in terms of exploring and 
confirming various issues all in one study. This approach "enables the researcher to 
simultaneously answer confirmatory and exploratory questions, and therefore verify and 
generate theory in the same study" (Teddlie & Tashakkori, 2003, p. 15). For example, it was 
crucial to my study as I needed to explore and explain how associate consultants defined 
their psychological contract (explanatory) and confirm what factors contributed to the 
maintenance of their psychological contract (confirmatory). 
2.2.2.3 Disadvantages of Using Mixed Method Approaches 
In my research study, the advantages outweigh the disadvantages in terms of using a mixed method 
approach. However, there are concerns from various scholars:  
▪ (Bryman, 2007; Dreher, 1994; Hanson, Creswell, Clark, Petska, & Creswell, 2005) that 
mixed method approaches are not unified or integrated enough to create an analytical 
data plan. 
▪ Mixed methods are a time-consuming approach due to the need to gather and analyse 
two or more different types of data (Creswell & Plano Clark, 2011). 
When reviewing the strength and limitations of quantitative and qualitative research, I found a 
contemporary approach between both, for the same research is advantageous rather than an isolated 
methodology. Other scholars state that utilising a mixed method approach expands the possibility or 
extent of research to offset the weaknesses of either standalone approach (Blake 1989; Choy, 2014; 
Greene, Caracelli & Graham, 1989; Rossman & Wilson, 1994).  
86 
 
 ASSOCIATE CONSULTANTS’ EXPERIENCES 
 
2.2.2.4 Usual Mix Methods Approach for Psychological Contracts and Job Crafting Research  
The likes of Rousseau and Tijoriwala (1998) and Conway and Briner (2005) have noted there is 
no universal format for measuring the psychological contract. However, typically, psychological 
contracts are studied using a questionnaire survey approach (Conway & Briner, 2005). Researchers 
have commented about the methodological rut psychological contract research has fallen into due to 
the overuse of the questionnaire approach (Taylor & Teklab, 2004), which has led to researchers 
utilising a more holistic approach with a variety of research techniques which heighten results 
(Conway & Briner, 2005). Recently, researchers have started investigating the psychological 
contracts utilising a mixed method approach. For example, surveys followed by interviews QUAN 
+ QUAL (Bankins, 2015) and interviews followed by surveys QUAL + QUAN (McInnis, 2012).   
However, research on job crafting has either been qualitative research (Berg et al., 2010; 
Wrzesniewski & Dutton, 2001) or has been quantitative by means of short surveys (Nielsen, 
Antino, Sanz-Vergel & Rodríguez-Muñoz, 2017; Sekiguchi et al., 2014; Slemp & Vella-Brodrick, 
2013,2014; Tims et al., 2012, 2013; 2014).     
An evident strength of my research study is the uniqueness of exploring two theory areas that are 
not usually discussed together. A mixed method approach was necessary for working towards 
solving complex and multi-layered aspects for the professional relationships in this study (Wickson 
et al. 2006). Also, in relation to this specific group, the two theories have not been researched in the 
self-employed group to any real extent. All of these factors add to the credibility and 
trustworthiness as they are enhanced through a mixed method analytical process.  
2.3 My Research Programme   
My mixed method approach is a two stage process which was implemented as a sequential 
design, rather than a concurrent design (Creswell et al.,2003), and data collection where the 
procedure and questions from the later strand build on the previous strand (Artino, Rochelle, Dezee 
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& Gehlback, 2014; Hinkin, 1998), thus the research questions are linked and evolved during the 
study. This study is, therefore, an explanatory sequential mixed method design (See Fig 2.2).   
 
 
2.3.1 Explanatory Sequential Design 
Initially participants needed to be accessed to gain some familiarisation. Consideration was 
given to either hold short one-to-one fact-finding interviews or a focus group as both would can 
be done ad hoc after a work appointment and provide quick results for familiarisation. Both 
methods have similar techniques in how information is collected, but are structured differently 
(Guest, Namey & McKenna, 2017). Focus groups are an ideal to collate research data 
investigating issues of concern to ‘an accessible, circumscribed and homogenous population’ 
(Dunne & Quayle, 2001, p. 680). Information can be gathered quickly thus saving time 
compared to individual interviews and overall, would allow me to facilitate any themes from my 
original research interest questions as they arise from the outset; however, it would have been 
too difficult to organise in terms of associate consultant’s availability as a group. Therefore I 
conducted 6 short fact-finding interviews that illustrated associate consultant were interested in 
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being participants and most importantly, what this particular participant group understood about 
their client relationships and activities they engage with on appointments. Taylor, Darcy, Hoye 
and Cuskelly (2008) also used a familiarisation process when they explored what methods were 
employed to manage the psychological contracts of volunteers.  
2.3.1.1 Fact-finding interviews – Familiarisation process  
These interviews resembled a chat and where useful for exploring my research interest as the 
current literature does not focus on self-employment when reviewing psychological contract and job 
crafting theories; it was beneficial to find out if the concepts which are typically researched on 
employed individuals resonated with associate consultants. This familiarisation process provided 
invaluable information that helped me narrow my research interest area and provided me an idea of 
which aspects of my research area required further exploration. For my research, this process 
allowed me to gather early indication facts about the topic and processes used from the associate 
consultants’ perspective, this enabled me to decide whether this was an area that could be explored 
further. It also gave me some understanding of how-to further research within this area as the 
degree of uncertainty about the research problem determined my research methodology (Strauss & 
Corbin, 1998). From this familiarisation process, it was evident that associate consultants do indeed 
have relationships that are based on a psychological contract and that they spend time adjusting and 
altering their task and role, so they do engage in elements of job crafting. However, it became 
increasingly evident that there were variances in whom they represented and what they needed to 
do.   
This enabled me to then create Study 1 (Quant) to accurately capture prevalence, similarities and 
differences of psychological contract and job crafting activities based on current literature (Royston 
et al., 1986) incorporating keywords, terms and phrases and concepts such as the end-user, crafting 
and promises which were identified from the familiarisation process.  
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2.3.1.2 Study 1(Quant) and Study 2 (Qual)  
The two research stages in this research design are the sound methodological practice of a 
questionnaire, Study 1 (Quant)), followed by a semi-structured interviews, Study 2 (Qual) 
appropriate to my main research questions (Blaikie 2000; Cresswell, 2003; Denzin & Lincoln, 
1998; De Vaus & De Vaus, 2001; Mason, 2002). Each stage was piloted with various revisions 
which added further steps, as  “the added effort and increase the likelihood of success” (Cope, 2015 
p.196) for both studies.   
The first stage: Study 1 (Quant) is executed through an online questionnaire. The information 
gathered from the fact-finding interviews provided me with specific information to create bespoke 
itemised pilot questionnaire (Baker, 1994) for validity and reliability. The items included in the 
pilot questionnaire were based on the themes elicited from the fact-finding interviews (Saunders, 
Lewis & Thornhill, 2003; Wolff, Knodel & Sittitrai, 1993). This is covered in more detail in 
Chapter 3, Section 3.1 and 3.2. Questionnaires are the most commonly used method to examine the 
psychological contract (Conway & Briner, 2005). My questionnaire also incorporated a qualitative 
element as "qualitative studies are also important to identify emergent aspects of psychological 
contracts in the changing workplace" (Rousseau 2010, p. 211) by establishing that there was 
variance in the associate consultant group and issues worth exploring in more depth which cannot 
be fully captured with measurement scales (Plano Clark et al.,2008).  
A bespoke 47 item questionnaire was created and updated based on pre-pilot and pilot 
questionnaire responses and constructive feedback from a small group of associate consultants. The 
questionnaire had a mix of quantitative and qualitative information gathering aspects, both required 
and complemented each other; however, the focus was quantitative. The qualitative aspects of the 
questionnaire were typically followed up by questions which were used to collate further 
information. Amalgamating statistics with thematic approaches can assist in preventing over-
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reliance on the former and can also capture "soft-core views and experiences" (Jogulu & Pansiri, 
2011). These two methods are commonly applied to a research methodology designed to collect 
data from a specific population (Robson, 1993). Study 1 (Quant), as mentioned above, was the 
feasibility study, and therefore needed to be tested and the novelty idea was to attempt to address 
the psychological contract and job crafting activities for those that are self-employed; finding out 
what associate consultants did that could be different from what has been previously reported in the 
employed arena. The questionnaire findings allowed me to explore the feasibility of the RQs, and 
then provided me with information to develop an interview schedule, Study 2 (Qual), that was 
efficient and most likely to elicit the depth for the data required to sufficiently address the main 
research questions, by finding out how psychological contracts are built and maintained and how 
and why associate consultants perform job crafting activities. This is covered in more detail in 
Chapter 3, Section 3.3. 
The final stage: Study 2 (Qual) is executed through semi-structured interviews. Interviews are 
the most common method of data collection (Doody & Noonan, 2013; Oltmann, 2016; Schultze & 
Avital, 2011) and they provide researchers with the opportunity to uncover information that is, 
"probably not accessible using techniques such as questionnaires and observations" (Blaxter et al., 
2006 p. 172). Semi-structured interviews are typically used when a certain amount of research has 
been carried out on the topic (Cohen, 2006; Kelly, Bourgeault & Dingwall, 2010). The interview 
script consisted of both general and specific questions with follow up probing questions (Rubin & 
Rubin 2005, Polit & Beck 2010), in total there were 11 main question, this type of qualitative 
method allowed me to “study selected issues in depth and detail” (Patton, 1990 p. 13). Each 
interview was recorded and transcribed verbatim. Rapley (2004) stated that the use of a tape 
recorder is not a concern for the participants if they trusted the researcher. For this research, not 
only are the issues complex but a lot of data is required from a few people, and the field of enquiry 
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was narrowed down by executing Study 1 (Quant) first (Bryman & Bell, 2011; Tashakkori et 
al.,1998) and provided initial understandings (Bazeley, 2004; Carey, 1993; Hanson et al., 2005), 
which also established the practicality of the research questions. This is covered in more detail in 
Chapter 3, Section 3.3.   
2.4 Ethical Guidelines  
‘Ethics begins and ends with you, the researcher’ (Neuman, 2011, p. 143). I ensured an ethical 
recruitment process was used in line with the university guidelines, along with adhering to British 
Psychological Society’s (BPS) Code of Ethics and Conduct (2009) and Code of Human Research 
Ethics (2014) for Study 1 (Quant) and Study 2 (Qual). Approval was granted by the Ethics 
Committee from Loughborough University (Appendix A). Associate consultants were contacted by 
email (Appendix C) with participant consent forms, and participant information sheets (Appendix 
B) which confirmed the participant understood the principles and committed to taking part. A short 
document was attached, providing descriptions of the terminology of a psychological contract and 
job crafting (Appendix F) to ensure interpretation of these words were understood to avoid 
ambiguity. There was little risk of physical harm or psychological distress. However, per 
Loughborough University’s requirements, a risk assessment form was completed and signed off by 
my supervisor for Study 2 (Qual) (Appendix A). For Study 1 (Quant), a link to an online 
questionnaire was provided. For Study 2 (Qual), a confirmation email regarding times and location 
for interviews were stated.  
2.4.1 Data Storage  
After data collection, all the data I had collated in any form, from hand notes from fact-finding 
interviews to printed transcripts, were kept in a locked filing cabinet in my home study room and  
electronic data (NVivo) files were stored on password-protected laptops and the cloud platform. 
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2.5 Participant Recruitment   
 There were two inclusion criteria to participate in the study; this was needed as this study is 
bespoke to associate consultants with a particular area of work experience. First, the participants 
needed to have current or previous experience of working as an associate consultant rather than 
working for an organisation. Secondly, respondents needed to be working in the arena of human 
resources and occupational psychology in an associate consultant capacity. The participants varied 
in age, gender and experience (Rubin & Rubin, 2012; Seidman, 2013). Participants were drawn 
from my professional network (Hawe, Shiell & Reiley, 2009); this is known as ‘cocategorial 
incumbency' (Roulston, Baker & Liljestrom, 2001). Although it can be said that it is a matter of 
convenience sampling, it is also an area that has not been explored previously and the population in 
this area to date is under-represented. Some of the associate consultants I have been working with 
on and off for over a decade and others just on standalone projects. There are many advantages to 
drawing from my networks, such as there is a focus on generating and sharing knowledge, and they 
also share a common language and collective narrative (Randall, 2013). The fact-finding interviews 
were impromptu one to one interviews which were held in a private setting after work day 
appointments.  For Study 1 (Quant) and Study 2 (Qual), participants recruited participants by 
sending them email invitations followed by a telephone call and/or to prompt and confirm 
participation (Murphy, Siegal & Kinmonth 1992). For Study 2 (Qual), suitable meeting times were 
arranged with reminders a few days before (Krueger, 1994). This is further detailed in Chapter 3, 
Section 3.4.4.   
2.6 Reflections / Reflexivity  
The knowledge and relationship of being an associate consultant myself could have influenced 
my research as subjectivity is inevitable (Horsburgh, 2003; Ratner, 2002) and I was acutely aware 
that my objectivity was and needed to be questioned by myself (Buckner, 2005).  
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2.6.1 Advantages and Disadvantages of an Insider Researcher 
Insider research has been defined as the study of one's social group or society (Naples, 2003) and 
is a collaboration between insider and outsider (Adler, Shani, & Styhre, 2004; Bartunek & Louis, 
1996), and it has become increasingly common for those participating in academic programmes 
whilst working full time within their work setting (Zuber-Skerritt & Perry, 2002).  
My research would provide an understanding of why associate consultants work the way they do 
and possibly illustrate what further support associate consultants require from clients or could give 
clients and the end user, useful information to all parties. Given the fact that I share the same 
professional background as the participants, this impacted not only my relationship with them but 
the way I conducted my research (Agar 1986; Ellis, Adams & Bocher, 2011; Darke & Shanks, 
2002; Hsiung, 2008). Some research has stated that insider researchers have a personal stake and an 
emotional investment for the situation (Alvesson, 2003; Anderson & Herr, 1999) and therefore 
rigour is a concern with the strategy. However, my position as an insider is an “identity which is 
aligned or shared with participants” (Chavez, 2008, p. 475), utilising familiar situations and expert 
knowledge into an object of study (Riemer,1977). I do not need to be entirely objective, given my 
scope of knowledge and justified belief, it is advantageous that I have built up knowledge that can 
be an asset (Coghlan & Brannick, 2005).    
 As an insider, I was able to ask relevant, meaningful questions as well as present an authentic 
truth about the culture of the associate consultants (Merriam, Johnson-Bailey, Lee, Kee, Ntseane, & 
Muhamad, 2001). Through piloting, I ensured any obvious questions that were missed out (Hockey, 
1993) were then captured. Although there is a risk that sensitive topics might not be raised (Preedy 
and Riches, 1988) while I was interviewing, I felt the interaction I had with participants would be 
more natural (Aguiler,1981). They would freely discuss situational experiences with me as they had 
previously shared personal information about themselves throughout the years as we have built a 
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relationship over time (Taylor, 2011), although Hellawell (2006) stated, one does not need to be a 
member to understand the community they are researching. Hockey (1993) states that as an insider 
research assumption might not be challenged. I combatted this from the angle of having previously 
built trust with them and having reasonably a good professional rapport with them (Schwandt, 
Lincoln & Guba, 2007; Mercer, 2007), which gave me the assertiveness to encourage them to share 
and contribute to the questions asked. Where I related to participants’ situational experiences 
(Loxley & Seery, 2008), I was able to explore further as I had a specific pre-understanding 
(Gummesson, 2000), but I did not fully appreciate this until I started interviewing. The choice of 
participants was influenced by my situation as a worker in the sector (Chavez, 2008).  
2.6.2 Deciding on Research Areas 
 As an associate consultant, building and maintaining client relationships, for which trust is 
implied, is a large part of what I do. I am expected to fulfil duties ad hoc utilising my professional 
expertise to execute work not only within the clients' specification but also within my professional 
boundaries and understanding of what is required in terms of an end product for the end-user. For 
me, I felt that I had a psychological contract with my client and the end-user. This led me to look 
for relevant psychological theories and constructs that could help me to find out more about how 
this worked. I researched unwritten contracts and discovered psychological contracts and then 
conducted literature searches to assess its suitability. I always fully engaged in an appointment, be 
that physically, cognitively, and emotionally (Albrecht, 2010; Bakker & Leiter, 2010; Macey & 
Schneider, 2008). I often completed additional work while on an appointment, such as tweaking 
processes to ensure the final product was an effective process. I was engaging in adjusting and 
altering work as and when needed, and this to me came across as a form of job crafting 
(Wrzesniewski & Dutton, 2001). This prompted me to search more about this type of work activity. 
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2.6.3 Reviewing Current Literature 
 When I reviewed the current literature on psychological contracts (Conway & Briner, 2005; 
Rousseau, 2003) and job crafting (Berg et al.,2008; Grant & Parker, 2009; Hornung, Rousseau & 
Glaser, 2008; Schein 1971; Tims et al., 2010; Wrzesniewski & Dutton, 2001) theories, I had noticed 
that the majority of the research conducted focused on employed individuals. As a fulltime self-
employed individual, this surprised me, especially since self-employment is increasing each year. 
As a group that adds significant value to the economy and organisations, they should not be 
neglected and need to be understood as a group that can drastically add to the current literature on 
psychological contracts, job crafting and even employment. Research by Seeck and Parzefall (2008) 
found that little is known about employees’ roles in promoting the psychological contract; this 
research will focus on the influence that an associate consultant had in creating and maintaining 
their psychological contract with their clients. 
 As I specifically read the history of psychological contracts, I was overwhelmed as I noticed that 
although scholars made claims of unwritten contracts between full-time employees (Jepsen & 
Rodwell 2012; Robinson & Morrison, 2000; Rousseau,1989; Shore & Tetrick, 1994; Taylor & 
Takleab, 2004), there was minimal focus on any other form of employment. Over the last few 
decades, there has been a great deal of change in the types of employment individuals have 
embarked on. There is no current research on the psychological contract for those that are self-
employed. Due to this, I needed to apply some subjectivity. Whereas I acknowledge there is a 
crossover in terms of being employed and self-employed as either way a client is being represented; 
however, there are apparent differences from being employed to being self-employed. The self-
employed group are not owed anything; they do not have a contract to fall back on, or a support 
system within the organisation, HR representation, union representation, neither do they have any 
personal development plan or any funding that is allocated to them to gain further professional 
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qualifications. It started to dawn on me that the psychological contract is their only support system; 
that is what they have; they need to use that system to showcase how they work. In a typical 
employment setting, employee research has noted an imbalance of power between an employee and 
employer (Conway & Briner, 2009; Dundon & Cullinane, 2006; Nadin & Cassel, 2007). An 
associate consultant is an invaluable asset to any organisation that utilises their expert skills as and 
when required, therefore, individual reasoning (Roehling, 1997) within the psychological contract 
may even out the balance. I felt from the outset of my research that the main difference is that an 
associate consultant is not embedded in the organisational culture and work environment as their 
appointments are ad hoc and, therefore, the culture they are working in is, in fact, different on each 
appointment.  
On each appointment, I was representing my client and the end user. As I learnt my client’s 
needs and ways of working, I altered whom I felt the foci was on. These types of assumptions 
impacted how I approached the research in terms of my sub-research questions within the semi-
structured interviews, Study 2 (Qual). For example, I had specifically asked about whom they saw 
as their client when on an appointment, the initial client or the end client? In terms of the job 
crafting literature, job crafting itself is considered as a fairly new concept that is currently being 
further explored by scholars and again focuses on individuals that are employed (Bakker & 
Demerouti, 2007; Berg et al.,2010, 2013; Demerouti et al., 2001; Nachreiner & Schaufeli, 2001; 
Ghitulescu, 2006; Grant & Parker, 2009; LePine, Podsakoff, & LePine, 2005; Lu, Wang, Lu, Du, & 
Bakker, 2014; Nielsen and Abildgaard, 2012; Oldham & Hackman, 2010; Petrou et al., 2012; 
Slemp & Vella-Brodrick, 2014; Sturges, 2012; Tims & Bakker, 2010; Tims et al., 2012, 2013, 
2014). Exploring how a self-employed individual job-crafts and manoeuvres through a 
psychological contract needed to be further explored. I noted during my critique of psychological 
contracts and job crafting (Berg et al., 2010; Clegg & Spencer, 2007; Leana et al., 2009; 
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Wrzesniewski & Dutton, 2001) theories that both reference working with others in some format. 
The collaborative element of the psychological contract was relevant (Clegg and Spencer, 2007). 
However, it might be managed very differently by associate consultants in comparison to those in 
traditional employment. From my client appointments, I have noticed the more interaction I have 
with others, be they from the client side, the end-user side or other associate consultants appointed 
for that particular appointment, the more discussion and follow-ups are required, therefore more 
trust and obligations are naturally formed; thus, the psychological contracts is then adjusted as more 
factors contribute to the whole process. My experience alerted me to these possibilities and led me 
to look for whether these were also reported/experienced by others. So, in this case, my experiences 
had a clear impact on my research direction (Dowling, 2006; Caloran, 2003).  
2.6.5 My Knowledge and Development   
 As an associate consultant, my stance touches upon positional reflexivity (Macbeth 2001; 
D'Cruz, Gillingham, & Melendez, 2007). I drew from evidence-based management (EBMgt) as I 
utilised my occupation, academic background and the literature to shape my research questions and 
arguments. For example, when I completed my MSc in occupational organisational psychology, 
certain modules provided more insight which related to my research, such as employee motivation 
and relations and selection and assessment. I ensured I considered the best available evidence to 
inform my decision making (Briner, Denyer & Rousseau, 2009). Recalling lessons learnt from those 
modules has carried on throughout my career and helped reshape questions to address the areas I 
was interested in. I ensured that research methods and practices were relevant to my research area 
(Sackett, Straus, Richardson, Rosenberg & Haynes, 2000). Being well informed, with up to date 
knowledge, helped me remain professional. My supervisor had a great part to play here, questioning 
my objectivity and subjectivity as we went on during the process of my PhD. However, I applied a 
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balance of personal and interpersonal reflexivity (Walsh, 2003; Wilkinson, 1988) throughout my 
research.  
 I was worried that participants would not want to be involved due to not wanting to disclose 
sensitive, personal information and or that they would not have the time to participate. I began 
mentioning to my follow associate consultants, my potential participants, that I had embarked on a 
PhD, and the topic was about them as individuals and as a group. I appreciate that those that agreed 
to participate may have an interest in the results due to the self-marketing I had been engaged in or 
may just have wanted to support me, thus, accepting what I was looking to achieve (Dwyer & 
Buckle, 2009).  
2.6.6 Data Collection Methods and Analysis  
 My research method was an explanatory sequential design, each stage was piloted, and with 
feedback from participants and my supervisor, adjustments were made (Foy et al., 2005; Gräf, 
2014).  
For the familiarisation process, I took advantage of ad hoc opportunities to have informal one-to-
one discussions with associate consultants. The opportunity was used to ascertain if others shared 
my own experiences, with a check to see if topic areas were worth exploring, to gauge if associate 
consultants wanted to share their experiences, and most importantly, ask questions to address the 
aims of the study (Patton, 2014). The results were reviewed employing a thematic analysis 
following Braun & Clarke’s (2006) six-step framework.  
From the themes identified, four research areas were crafted, and relevant questions were created 
for a questionnaire (Corbin & Strauss, 2014) as my feasibility study, Study 1 (Quant). I drew on my 
wealth of knowledge of creating, revising and piloting questionnaires for client usage for 
interviews, appraisals and development sessions.  
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The final version of questionnaire was executed online, thus providing flexibility for completion, 
although I had set a deadline. The questionnaires responses were analysed to identify themes that 
required further exploration to review similarities and differences to help me address the gap in the 
literature on psychological contracts and job crafting. This study resulted in specific quantitative 
(i.e. average age, the average time in full-time employment and education levels of the associate 
consultants) referencing and focused on some qualitative data (looking at the approach they have 
taken to build relationships and to job craft) analysis, however the prevalence of these activity was a 
clear focus. Initially, a template analysis was carried out as it is common to use, such as the method 
of analysis for open-ended question responses on a written questionnaire. I felt the coding process 
was too general. I very much wanted to be able to capture common and reoccurring themes around 
centralised concepts rather than identify themes strongly expected to be relevant to the analysis by 
coding and, therefore, my analysis became more of a thematic analysis process. This allowed me to 
analyse the data gathered by a thematic analysis which equipped me to explore these themes further 
with sub-themes (Braun & Wilkinson, 2003) and then focus on specific elements, I reviewed and 
followed the six-step process and checklist provided by Braun & Clarke (2006, 2012, & 2013). 
While Study 1 (Quant) provided evidence of themes by analysing the prevalence of activities for 
this medium-sized participant group, Study 2 (Qual) obtained further in-depth insights on this 
participant groups’ attitudes, thoughts, and actions (Kendall, 2008).  
The questionnaire analysis results were utilised to formulate a semi-structured interview script. 
After reviewing types of qualitative research methods, I had decided to use semi-structured 
interviews using open-ended questions, with the potential to use probes when required (Levashina, 
Hartwell, Morgeson & Campion, 2014) as this allowed for detail and depth, particularly when 
exploring experiences, values, knowledge or beliefs (Britten,1995). I had created an interview 
schedule which moved between topics in a smooth transition (Kvale & Brinkmann, 2015; Patton, 
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2015).  Buchanan, Boddy & McCalman (1988) had labelled this the ‘opportunist approach', both to 
gain access and choose research participants from my occupational arena. As the standard advice is 
to make the participant relaxed by interviewing them in a location of their choice (Doody & 
Noonan, 2013; Hay-Gibson, 2009; Malta, 2009; Minichiello, Aroni & Hays, 2008; Opdenakker, 
2006), I gave them the option of being interviewed at their home, my home or a meeting room 
either in a library or client conference suites. I felt providing options would make them feel 
comfortable and wanted the process to be as convenient as possible, also interviewer safety was 
taken into account and addressed (Wilson, 2012), along with taking into account interviewer 
‘burnout’ (Dunkley & Whelan, 2006) and, therefore, I ensured I had at least two days in between 
interviews. These actions were necessary as working as an associate consultant is a form of 
partnership, and partnerships are complex, thus, requiring a level of explanation and interpretation 
as some of the interactions that are being researched are not easily ‘observed' by others (e.g. 
decision-making processes). 
Therefore, it is more comfortable to gain understanding through an interview, which is more of a 
natural setting rather than a written response to a questionnaire, i.e. subtle complexities detailing 
challenges and difficulties (Couper, Conrad, & Tourangeau, 2007) but also because it enables 
interviewees to “speak in their own voice and express their own thoughts and feelings” (Berg, 2007, 
p. 96). Also, unlike traditional one-on-one interviews with unknown participants, these semi-
structured interviews were within the context of my own professional network, I had fairly well-
established relationships with all of them (Adams, 2008). However, I didn’t want that to be a 
distraction as I wanted my participants to feel empowered to open-up and describe the factors and 
experiences they had encountered as associate consultants. The participants' emotions were 
managed (van der Riet, 2012) from knowing them as individuals (McConnell-Henry, James, 
Chapman, & Francis 2010). I engaged in personal reflexivity, thus, homing in on any presumptions, 
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suppositions and reactions concerning this actual research. Due to the familiarity of knowing each 
other, I did not need to build trust from scratch, and this enabled me to move quickly toward a 
collective dialogue of experiences (McConnell-Henry et al., 2010). I was aware that this level of 
comfort could have the participant stating more than they had anticipated or sharing experiences 
that they could later regret (Kvale, 2006). I had no control over that; however, a confidentiality 
agreement is a form of participant protection. Researchers Coar and Sim (2006) stated that 
interviewing peers may perhaps challenge some cultural and social assumptions, so I relied on my 
professional relationship with the participants which is based on trust (Lincoln & Guba, 1985) and 
my professional expertise. I had also prepared myself psychologically to adopt a stance of openness 
with regards to expecting the unexpected (Rubin & Rubin, 2011).   
During questioning, I ensured I asked everybody the same main question, and used my 
professional judgement to use probing questions based on the evidence provided to the main 
question (Smythe, Ironside, Sims, Swenson, & Spence, 2008). The nature of semi-structured 
interviews requires the use of your judgement to elicit further information as required, so I 
negotiated through my interpersonal relationships with research participants (Coffey, 1999), and my 
main focus was to ascertain if they had answered the initial main question or not. I followed ethical 
obligations, I consciously took bullet point notes on what was said and seen in terms of interactions. 
Each interview was recorded and verbatim transcribed and this process aided interpersonal 
reflexivity as the text captured each word; therefore, I was able to not only familiarise myself with 
the transcript and recording but also note with precision in terms of the exchange of words and 
nuances within the sentences. When I started to read through the transcripts, the sheer detail was 
overwhelming, especially given the reactional expression the participants revealed, be they positive 
or negative experiences they shared with me. I found myself going back to both the notes I had 
made during the interviews and the transcripts repeatedly to help me re-immerse myself in the 
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entire interview. I noticed myself interpreting the data as I read things through and, therefore I 
started writing up as I went on (Creswell 1998; Miles and Huberman 1984; Van Maanen 1983a; 
Wolcott 1990), although I did alter as I reviewed further scripts which was quite time-consuming 
but required. I found myself further connecting with them as individuals and not just people that I 
work with on an ad hoc basis; we had a more profound connection which I've never really 
considered before. This also helped me understand aspects of my research with more clarity, such 
as the multi-layered psychological contracts and working collaboratively. 
For the analysis of Study 2 (Qual), I decided to adopt the inductive and deductive thematic 
analysis method as I wanted to identify common threads across the entire interviews (Vaismoradi, 
Turunen, & Bondas, 2013). Initially, my themes were broad as starting point codes were deduced 
from the previous literature and from my three main RQ's, however, codes within these themes 
emerged from the analysis of material directly related to the research questions. The themes found 
were initially broad and after revisiting multiple times, they became more specific, i.e. a theme, sub 
themes and sub sub-theme. The themes across my datasets (sequential study) accounted for the 
movement that goes back and forth, which are related to my three main research questions. I utilised 
NVivo to structure code themes for my dataset. I watched various online training videos on Nvivo, 
and this helped me learn the basics of coding and creating themes. I needed to further advance my 
knowledge and usage of Nvivo, so I booked myself on an external two-day Nvivo training course. 
In retrospect, had I done this earlier, I would have saved time and produced themes in a systematic 
and structured manner from the outset.  
2.7 Chapter Summary and Next Steps 
This chapter deliberated qualitative and quantitative research methods within traditional 
paradigms, concepts and current paradigms. With all these considered, I decided to use a mixed 
methods approach for practical and specific reasons. Study 1 (Quant) gathered information from 
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a larger sample group quickly. It collated information on how associate consultants engage with 
clients, which client they saw as their main client, who they felt broke promises within their 
psychological contract, why they engaged in job crafting and who they gained the most support 
from whilst on an appointment. The prevalence of activities was determined, thus providing the 
benefits of utilising a quantitative method to emphasise the bigger picture. Study 2 (Qual) was 
formed to ascertain more detail about the variances/nuances in engagement, dealing with broken 
promises and the nuances of job crafting that is applied by associate consultants. study 1 (Quant) 
gave direction for Study 2 (Qual) in terms of what further information is required to understand 
the complexities of the nuances.  The final section detailed my reflection on my research design 
with references to the associated theories to date and as an insider researcher. The next chapter 
highlights options considered and chosen to execute each research stage and then describes how 
the bespoke questionnaires and a semi-structured interview schedule where created with a clear 
reference to the various piloting phases and the analytical process.  
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Chapter Three: Methodology 
3 Chapter Abstract  
The methodology of the two studies from the explanatory sequential research design 
discussed in Chapter two (see Figure 2.2, Section 2.3) are presented in this chapter. Both studies 
are presented in terms of why each method was selected and the choices within those discussed, 
piloting processes for validity and rigour along with specially describing how data collection 
and analysis were carried out. The chapter begins by highlighting the familiarisation process 
(Section 3.2) which provided valuable information for the creation of Study 1 (Quant). The aims 
and objectives of Study 1 (Quant) has three research areas (Section 3.2.1.1); ascertain socio-
occupational and demographic information to create a profile of associate consultants, assess 
their client engagement methods with an introduction of psychological contract to understand its 
significance and evaluate the prevalence of job crafting and associated activities for associate 
consultants. The pre-pilot and piloting stages are discussed (Section 3.3.2), followed by 
participant (n = 49) and sample concerns. In section 3.2.6, data transfer and analysis is described 
with reference to the descriptive statistics that will be carried out. The final section, 3.3 
describes the creation for Study 2 (Qual) which specifically addresses the three main questions 
(RQ1, RQ2 & RQ3, as a reminder, they are stated in Chapter One, Section 1.7). This section 
begins by emphasising the different types of interviews available and why semi-structures 
interviews were selected (Section 3.3.1) then moves on to describe how the interview schedule 
was created and the three specific research area are specified (Section 3.3.2.4). Then the 
interview process, participant (n = 15) and sample concerns are discussed. The last section, 
3.3.5, describes the data collection and analysis process which includes the pre-pilot and piloting 
stages (Section 3.3.5.2), followed by why thematic analysis was selected as the choice of 
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analysis method and how the themes were coded (Section 3.3.3.5) utilising Nvivo as a tool to 
organise the data. 
3.1 Familiarisation Process 
The familiarisation process allowed for better integration of existing research and theory into 
the planning and execution of Study 1 (Quant), where further understanding and the prevalence 
of certain activities was investigated as a starting point. The familiarisation process consisted of 
discussing the research topic in casual work conversations and conducting a systematic review 
of the psychological contracts and job crafting literature materials which gave me the tools to 
position myself as a credible expert of the topic. This process led specifically to the six one to 
one impromptu fact-finding interviews with current associate consultants after work 
appointments, a small sample group however an important process to gain insights. Below are 
the areas explored in the fact-finding interviews and in brackets which RQ they represented:   
▪ Why they became associate consultants. Collecting background information about the work 
experience is important as it builds a picture of them as professionals in terms of experience 
and expertise which could give insights into their psychological contract and job crafting 
activity engagement. This area is not linked to any particular research question (RQ). 
▪ Explored how they find clients, build relationships with their client and the end-user. This 
led me to create questions which specially asked about how they initiated contact, how they 
built relationships, and how it was managed (RQ1).  
▪ What was agreed upon before they started work for a client. This led to creating questions 
about what their psychological contract looked like and what was done if there were any 
breaches and violations (RQ2).  
▪ Did they do anything different than expected on that particular appointment. The responses 
to this area were a surprise as I had not anticipated detailed information about why they 
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adjusted some work tasks and not others. This added to the authenticity of the research, I 
ensured to include job crafting in more detail. This led to creating specific questions about 
how they crafted opportunities that made their task more streamlined and challenging 
without compromising a satisfactory outcome (RQ3).  
This data was then used to create Study 1 (Quant), the fact-finding interviews had a 
significant input to the design phase of the questionnaire.  
3.2 Feasibility Research Design - Study 1 (Quant) 
3.2.1 Questionnaire Creation   
 Typically, psychological contract research is carried out by questionnaires, and job crafting 
research utilises multiple methods. However, the combination of both topics has not been 
researched together in any depth or detail and nor has this group been researched for those areas. 
The PC Inventory (2008) and Job Crafting Questionnaire (JCQ) were reviewed, however, they 
focused too much on the organisation aspect of employee understanding, so were deemed 
unsuitable to use in this research. The New Tilburg Psychological Contract Questionnaire 
(TPCQ) was reviewed and the only part that was drawn on at this stage was part one, which 
collated demographic characteristics. The associate consultants are a unique group, it is 
important to understand more about their background, and this can be done by analysing their 
demographic characteristics and biographical data.  
 A bespoke questionnaire was created to measure activity of building relationships which turn 
into a psychological contact and frequency of job crafting activities.  
 The BRUSO model, an acronym which stands for “brief,” “relevant,” “unambiguous,” 
“specific” and “objective”, by Peterson (2000), was taken into consideration as it is a brief guide 
for writing questionnaire items. To ensure participant comprehension, statements and questions 
were kept as short as possible (Fink; 2003; Foddy, 1993) and avoided words that could be 
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considered as being vague such as “perhaps”, “maybe” and “possibly” (Brislin, 1986; 
Dillmann, 2000).  
 The questionnaire in Study 1 (Quant) was a medium-sized sample which looked at two groups of 
associate consultants, Study 1a (Quant), current Associates Consultants, and Study 1b (Quant), past 
associates consultants which allowed for data from a larger number of respondents, thus, facilitating 
a wide range of responses. Both questionnaires are similar; however, Study 1b (Quant) has a few 
questions on why the associate consultant left this type self-employment (Appendix D). The slight 
differences in the questionnaires highlighted what five key factors contributed to an associate 
consultant reverting to full-time employment and whether they had similar reasons to become self-
employed as those that are currently self-employed in that field. Participants were asked if they 
would go back to consultancy work (yes or no). Responses provide further detail for profiling 
associate consultants.  
3.2.1.1 Research Areas   
 The questionnaire has four specifics research areas. Each area contains a mix of open and closed 
questions (Creswell et al.,2007) which consist of behavioural and classification types. Using open-
ended questions allowed for a wide range of reasons to become apparent, capturing descriptive 
information, and closed questions allowed for direct response. This provided a mixture of 
qualitative and quantitative data methods merged together (Steckler et al.,1992); which is required 
as different questions warrant different types of responses, thus, allowing for testing the feasibility 
of further research questions (Creswell, 1999; Creswell, Goodchild, & Turner, 1996). It can be 
argued that the qualitative aspect is limited due to short descriptive responses and, therefore, is not 
quite a mixed-method approach in the traditional sense. However, the short descriptive responses 
are quite rich in data (Morse & Richards, 2002).  
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▪ Research Area One: This area focused on biographical and demographic data such as personal, 
educational and work experience. Personal characteristics, common characteristics such as age and 
gender, all provide valuable information about associate consultants as they give a broader 
understanding of the type of individual which makes up this niche group of people. Within 
psychological contracts and job crafting research, participants are not typically profiled to such a 
degree. To create a profile, employment factor questions were instrumental.  
This area had ten items. Seven items had closed questions; three had a multiple-choice drop-down 
response menu; four had a singular item response such as numbers to indicate frequency. Two items 
had open-ended questions. There was one contingency question. Typically, the very young and very 
old individuals are not expected to be self-employed (Evans & Leighton, 1989; Storey, 1994; 
Cowling & Taylor, 2001), to see if this resonated with associate consultants, participants were 
asked to state their age in a singular response. Research by Colombo and Delmastro (2001) 
illustrated that entrepreneurs tend to start a business when they are between 30 and 40 years old. 
Research by Bell (2013) illustrates that individuals in retirement age continue to keep working as 
self-employed to continue their career. It is expected that associate consultants would be in the mid 
to later stage of their career rather than at the beginning as they will be utilising their expert skills 
and knowledge to carry mutual understanding and job crafting activities for client appointments. 
Specific questions were asked to capture this information. For example, participants were asked to 
explain briefly what lead them to seek self-employment within the occupational psychology and HR 
arena, what key factors contributed to them continuing to work as an associate consultant rather 
than working for a single employer with a traditional work contract (listing up to five key factors). 
Participants were also asked their highest level of education and were provided with a drop-down 
response menu with five possibilities ranging from low to high, Secondary School to PhD.     
▪ Research Area Two: This area focused on past and current work experience to date, which are 
related to the above area looking at the attraction towards becoming self-employed in terms of what 
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pushed and pulled them in that direction (Gilad & Levine, 1986). This area had eight items. Six 
items are closed questions; two of those are a multiple-choice drop-down response menu, one item 
is an open-end question which allowed for commentary. There is one closed question with a 
contingency question. For example, participants were asked if they were employed by someone or 
an organisation before becoming an associate consultant (yes or no). If they answered yes, they 
were subsequently asked what their last employment type and field was before becoming an 
associate consultant (provided with comment area).  
Research by Gibbons (1994) illustrated that these types of knowledge work occupations were 
employed in large corporations. Capturing this data is crucial as Associate consultants are 
experts in their field and would demonstrate the similarities and differences with employed 
workers. Participants were also asked how they would best describe the size of their previous 
organisation. They were provided with a drop-down menu consisting of standard definitions of 
the size of the organisation (European Commission, 2011) with five options ranging from Large 
> 250 to Micro < 10. This information adds to further understanding their professional 
background.  
A follow up open-ended question regarding what their field of work they were employed in just 
prior to becoming an associate consultant was asked as not all associate consultants who work in 
the arena of occupational psychology and HR come from that particular work background. Reed 
(1996) assumed that knowledge workers tend to be self-employed, or they work in small 
specialist firms outside of large corporations. Participants were asked to best describe their type 
of self-employment from a drop-down menu of four options with an ‘other’ section for 
comments.  
Participants were asked what were the key factors that led to them / attracted them to become an 
associate consultant. They were provided with examples such as redundancy, family 
commitments, and asked to state up to five key factors. Research from the wider self-employed 
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group stated job and life fulfilment responses (Blanchflower et al., 2001, Bradley & Roberts, 
2004; Thompson, Kopelman & Schriesheim, 1992) such as freedom (Zampetakis, 2008). These 
may be echoed by associate consultants. The responses from this area, along with research area 
one, captures information to build a profile for this group.   
▪ Research Area Three: This area explored psychological contracts and job crafting. This 
area has 25 items. Ten items are five-point Likert Scale questions with responses ranging from 1 
(Never / None) to 5 (Other). Ten items are closed questions with either a yes or no response or 
required a singular item response such as the number to indicate prevalence. Five items are 
open-ended questions which contained two where up to five response comments are required, 
and there is two contingency questions.  
The fact-finding interviews indicated associate consultants engage not only with their client and 
end-user, but also other associate consultants, therefore, their psychological contract appears to 
have different types of multiple layers and not within just the client context. Current literature 
states employed individuals have more than one psychological contract (Herriot & Pemberton, 
1997; Marks, 2001; Millward & Hopkins, 1998; Rousseau, 1995; Rousseau & Greller, 1994; 
Sims, 1994). For an associate consultant, the psychological contracts are multi-layered and, 
therefore, have further complexities from the outset of forming the relationship.  
The following questions were asked to shape what factors lead to relationships being formed. 
Participants were asked how much time they spend/focus on building a relationship with their 
client. Responses were rated with a four-point Likert scale ranging from 1 (None) to 4 (A lot). A 
four-point Likert scale is known as a forced Likert scale as there is no neutral, therefore, no safe 
option. Participants were asked by what medium do they mainly build a relationship with the 
client. They were provided with a drop-down menu, selecting one answer with an option to state 
another medium. Participants were also asked when working on a piece of work via a 
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consultancy firm, how often do they negotiate their day rate. Responses were rated with a four-
point Likert scale ranging from 1 (Never) to 4 (Always).  
The fact-finding interviews found associate consultants believed they had a loose work contract 
with their client and end-user but still fully represented both their clients on the day. In an 
employed setting it has been found there is a primary agent that influences the psychological 
contract (Guest, 1998; Shore, Porter & Zahra, 2004; Rousseau, 1995), it could be different for 
the associate consultant as they provide a service to both clients. To gain a clearer 
understanding, participants were asked when working on a piece of work via a consultancy firm 
for another client (the end-user) whom they saw as their main client. A single response was 
required from a multiple-choice of selecting either the consultancy firm, the end-user or both. 
That question explored who they see as their main client, therefore, looking at the unilateral and 
bilateral aspects of the psychological contract (Freese & Schalk, 2008). In an employed setting, 
multiple agency relationships are seen as equal and accepted by both (McLean Parks et al., 
1998). Their responses could highlight the types of relationships within that group, thus, again 
emphasising a multi-layered psychological contract based on the service they provide. 
Therefore, capturing data on the complex multi-layered psychological contracts further 
highlights similarities and differences to that found in the established literature. This led to 
further detailed questions which explored how promises are negotiated and conveyed after the 
initial psychological contract has been formed.  
Building and maintaining relationships is an activity that may have consequences and drawbacks 
which they would need to deal with. Fact-finding interviews indicated some psychological 
contract breaches from the client-side; however, none were reported from the associate 
consultant side. Typically, breaches are due to differences between the understanding of the 
psychological contract (Smithson & Lewis. 2003). Exploring this area contributed evidence 
towards RQ2. Participants were asked if the psychological contract had ever been breached or 
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violated by their client/consultancy firm (Morrison & Robinson, 1997) and if they had ever 
breached/violated the psychological contract. A singular, yes or no, response was required. 
Responses to the following questions provided information on the failed promise (Robinson & 
Rousseau, 1994). Participants were also asked what were the main five key factors that led to the 
breach/violation of the psychological contract. They were given five lines to comment on based 
on their reflections of the incident (Rafaeli et al., 2012). Given this participant group has not 
provided data on this issue before, it was beneficial to give them room to comment on the issues 
while allowing them to state their experiences and perceptions. The use of quantitative scales 
provided some insight into whether there was variability in the experiences and perceptions of 
those in the group that could be examined through more rigorous in-depth research. These 
questions contributed to addressing RQ2.  
The fact-finding interviews indicated associate consultants require autonomy, freedom, 
flexibility and discretion over the work they are executing. These were further explored and 
contributed to the main research questions (RQ2 & RQ3). As mentioned in chapter two, work by 
Schein found factors such as independence, autonomy, creativity and entrepreneurship provide a 
greater level of freedom for those self-employed. A desire for autonomy, freedom and flexibility 
suggest there is a need to engage in job crafting (Bakker et al., 2004). An associate consultant 
needs to use their initiative and be proactive at improving work processes and/or changing the 
work situation for the better (Frese & Faye, 2001; Parker et al., 2006); however, this may then 
alter their psychological contract with their client. It was advantageous to explore these further 
as they provided further evidence for RQ2. When a change occurs, modifications are required 
which result in a form of job crafting in terms of a desire to alter tasks and jobs (Strauss, Griffin 
& Parker, 2012; Tims & Bakker; 2010). Typically, employed individuals craft to stretch their 
skills (Oldham & Hackman, 2010), static one-off changes (Laurence, 2010; Wrzesniewski & 
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Dutton, 2001) customise their roles to suit their preferences and skills (Berg, Dutton & 
Wrzesniewski, 2008).  
The following questions will detail how the activities are similar or different for associate 
consultants.  Participants were asked how often they were required to be flexible due to a change 
from their client's site that directly affects them. Participants were provided with a five-point 
Likert Scale with responses ranging from 1 (Never) to 5 (Other). Participants were also asked 
how often they ask their client to be flexible due to changes from their side. Participants were 
provided with a five-point Likert Scale with responses ranging from 1 (Never) to 5 (Other). 
Participants were asked if they had ever solely been taken on for a particular project, and at that 
stage, there was no mention of being used for another project in the future. Participants were 
provided with a five-point Likert Scale with responses ranging from 1 (Never / None) to 5 
(Other).  
The fact-finding interviews indicated that they typically work with other associate consultants 
on appointments and adjust tasks to meet requirements. Tims and Bakker (2010) state that, 
rather than simply focusing on jobs when redesigning them, the focus ought to be on the 
employees who perform the job, Tims et al., (2015). A significant part of being an associate 
consultant is working with others. The following questions contributed to finding out what types 
of engagement leads to an associate consultant adjusting work tasks. Participants were asked 
how often they work with other associate consultants, how often do they adjust the 
delivery/design of the work to ensure smooth running and/or end client satisfaction and how 
often they adjust the delivery so others can support the work process more effectively. 
Participants were provided with a five-point Likert Scale with responses ranging from 1 (Never / 
None) to 5 (Other). These questions contributed RQ2 and RQ3, as the collaborative working 
concept affects the various multiple layers of the psychological contract as it could change 
expectations and understandings. Current research does not focus on how job crafting changes 
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the relationship of the psychological contract, especially when the job crafter is a self-employed 
associate consultant rather than an employee of the organisation.  
▪ Research Area Four: This area explored the associate consultants’ CV and professional data 
as they can be used to determine what type of services they offer/ work and carry out. This area 
had two items, and both are closed-ended questions This information was glanced at and could 
be possibly explored at a one to one interview stage as a complement to this study to highlight 
further how they market themselves as self-employed which may add insight into how they 
communicate and gain clients. I had initially thought that information from this could help to 
address RQ1 and RQ2. Having analysed the data for this section, I did not find this very 
interesting and have decided not to explore this any further. Therefore, the follow up study was 
not expected to address this area in any great depth or detail. 
3.3.2 Questionnaire piloting 
Creating questionnaires for the next stage of the research allowed for capturing some of the 
language, terminology and experiences of associate consultants in ways that would help shape 
and refine the methods for further research. The questionnaires were pre-piloted and piloted by 
associate consultants as subject matter experts for validity who would also be completing the 
final version (Artino, La Rochelle, Dezee, & Gehlbach, 2014; DeVellis, 2012; Gehlbach & 
Brinkworth, 2011).  
3.2.2.1 Pre-Pilot 
 A pre-pilot of the questionnaire was constructed and shown to three associate consultants. 
The main objective of the pre-pilot was to ascertain whether the questions and responses were 
informative in terms of considering how appropriate and necessary they were in terms of the 
overall research (Foy et al., 2005). The participants responses on question ambiguity (Lietz, 
2010; Oppenheim, 1992; Rowley, 2014), the layout and style (Oppenheim, 1992), spelling 
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errors, comfortableness answering each question led to the reworking of the wording and the 
order of the questions along with the range of answers on multiple-choice questions. For 
example, a question about education and professional qualification was then divided into two 
questions so that a short answer could be given to each element. The first draft of the 
questionnaires had three areas; however, the final draft had four areas.  
3.2.2.2 Pilot 
  A pilot study was also conducted for both versions of the questionnaire, for current associate 
consultants and past associate consultants. The questionnaire was created on a Word document 
and distributed via email and not an online web-based questionnaire at this pilot stage. 
Questions that were not providing useful data were discarded from the pilot; an example of this 
would be excluding questions about if they knew what a psychological contract was. I felt this 
would not add to my data and would be a waste of time for the associate consultant, and it may 
discourage them from wanting to be further involved. Thirteen pilot questionnaires were 
completed, Willis and Artino (2013) suggest using between five and 30, therefore, within the 
standard process, other say more is required (Beatty & Willis, 2007). The pilot was 
instrumental; research area three was adjusted for questions to be more specific for 
psychological contracts and job crafting. For example, further questions were added to extract 
detailed information around obligations, trust, and working with others, which were included in 
the final version. After four drafts, the final revision of the questionnaire was created and titled 
Study 1 (Quant). There were two versions of this questionnaire: Study 1 (Quant) (a) for current 
associate consultants, Study 1 (Quant) (b) for past associate consultants. The two versions were 
very similar; however, with slight adjustments in the wording of some of the questions.  
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3.2.3 Questionnaire Distribution and Collection   
Both questionnaires (Appendix D) were created on and distributed via the Bristol On-Line 
Survey (BOS) platform. Online processes reduce errors (Solomon, 2001), can reach dispersed 
participants (Sue & Ritter, 2012) and the response rate is quicker (Kaplowitz, Hadlock, & 
Levine, 2004; Sexton, Miller, & Dietsch, 2011). When comparing online questionnaires to the 
traditional paper and pen-based questionnaires, it was found that the former provided richer data 
due to the ease of typing rather than writing a longer response (Comley, 1996; Gonier, 1999; 
Kwak & Radler, 1999; Mehta & Sivadas, 1995; Schaeffer & Dillman, 1998; Sturgeon & Winter, 
1999; Willke et al.,1999). The online process is self-administrated and was chosen for 
convenience. However, an increase in participation rates has been demonstrated if an 
administrator had been present (Nieuwenhuijsen, 2005; Yu & Cooper, 1983) who would have 
spent time building some rapport with them (Edwards, 2010). Due to the disparity of locations, 
this was not possible. Gentle reminders were sent for completion via email. Typically, personal 
letters are sent for a paper survey (Anseel et al., 2010; Edwards et al., 2009) however, I did not 
have everyone’s address, emails are quicker to send, and I had used the read request to ensure 
receipt. 
3.3.4 Participant and Sample concerns  
In total, 62 invitations were sent out via email to my professional network. Forty-nine 
associate consultants completed the self-administered online questionnaire; thus, there was a 
79% response rate. Thirty-eight currently worked as associate consultants and 11 used to work 
as associate consultants. Out of the 49, 34 (69.4%) were female, 13 (25.6%) were male, and two 
(4.1%) identified as transgender. 
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When responding to the items, participants may not answer honestly, especially on sensitive 
questions. This is known as social desirability bias as the associate consultant may answer in a 
way that is seen as socially acceptable.   
3.2.6 Data Transfer and Analysis  
The data collated was downloaded from BOS into an Excel document. The SPSS feature on 
BOS was utilised for statistical analysis. A copy of both was made, and those copies were used 
for data cleansing, and the original was kept on file. Data cleaning identifies errors within the 
data, such as data entry errors and checking for answers out of the possible range and correcting 
inaccuracies and, most importantly, inspecting the data to ensure it has been transferred in full, 
from its original source (Sue & Ritter, 2012; Tabachnik & Fidel, 1996). 
 The questionnaire has a combination of open-form and other verbal responses which occur 
alongside numerical data, and it was more sensible to use a quantitative tool such as SPSS which 
was utilised to compute mean scores for individual questions. The data was downloaded into 
Microsoft Excel and archived. The responses were reviewed, themes were noted in terms of 
activity and frequency; these aspects look for patterns in the data that may not have been 
identifiable otherwise (Sandelowski, 2001; Neale, Miller & West, 2014). A range of descriptive 
statistics were used to summarise data:  
▪ Frequency – To understand the prevalence of behaviour and activity.  
▪ Percentage (%) – To understand the proportion of people stating a particular response.  
▪ Mean – the arithmetic average (used with standard deviation to illustrate variance). This has 
been calculated for continuous data but not categorical data. 
▪ Standard deviation – the average spread of scores around the mean. This has been 
calculated for continuous data but not categorical data. 
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▪ Range – the difference between the highest and lowest response value. This has been 
calculated for continuous data but not categorical data. 
3.3 Final Stage Design – Study 2 (Qual)    
Study 2 (Qual) is the final stage of my sequential research design (Borg 2009; Creswell et al., 
2003; Green et al., 1989; Rossman & Wilson 1985; Morgan 1998; Tashakkori & Teddlie; 1998) 
and is executed by semi-structured interviews.  
Interviewing as a technique of data collection is a craft (Kvale, 1996) which relies heavily on 
the quality of my interviewing skills (Morse & Field, 2002) where my social task is to 
“orchestrate an interaction which moves easily and painlessly between topics and questions” 
(Mason, 1996 p. 45), although qualitative research methods have been criticised as lacking well-
defined prescriptive procedures (Morse, 1994). However, for my research, the lack of 
prescription and flexibility justified the attention on this group due to the research aims. One-to-
one interviews were chosen for the final stage of my research design. Given that associate 
consultants are an under-researched group in the psychological contract and job crafting 
theories, conducting further research by one-to-one interviews are advantageous as it provides 
the opportunity to unearth information that is “probably not accessible using techniques such as 
questionnaires and observations” (Blaxter et al., 2006 pg.72). The rigidity of its structure can be 
varied depending on my research questions and the responses given (Kelly, 2010).  
3.3.1 Choosing the Appropriate Form of Interview  
In general, there are three types of interviews methods (Bryman, 2001; May, 1997; Punch, 
2005) available to choose from: 
1. Structured interview, where questions are highly organised in a predetermined format, i.e. 
yes or no answers with a few open-ended questions. This process has little freedom and no space 
for elaboration (Berg, 2007) due to the same questions asked in the same order (Corbetta, 2003) 
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and wordings (McKenna et al., 2006; Ryan et al., 2009). A structured interview process would 
have hindered that fluid process, and I needed to address the main three RQs.    
2. Open-ended (unstructured) interview, where greater flexibility and freedom (Gall, Borg & 
Gal, 2003; Gubrium & Holstein; 2002) allowing for interesting developments and where the 
participant can elaborate on various experiences (Dörnyei, 2007). This would not have been a 
good fit due to the looseness of the interview. There are specific questions that needed to be 
addressed regardless of the interesting topics coming up.  
3. Semi-structured interview, where there is more flexibility within a structured format 
(Bryman & Bell, 2011; Dearnley, 2005; Kelly, 2010; Turner, 2010). Adopting this approach is 
advantageous as provides depth as the interviewer probes on the responses (Rubin & Rubin, 
2005), especially when attempting to reach an under-researched population utilising existing 
theories. Given that "semi-structured interviewing starts with broad and more general questions 
or topics" (Arksey & Knight, 1999, p.5), a strategic approach capturing rich qualitative dataset 
which is inductively analysed using thematic analysis to identify key themes (Strauss & Corbin, 
1990).   
Based on the above, I chose option 3, semi-structured interviews, the most frequently used in 
qualitative research (DiCicco‐Bloom & Crabtree, 2006). I had created an interview schedule 
which contained a group of main questions which generated a sense of direction (Bridges et al., 
2008; David & Sutton, 2004; Holloway & Wheeler, 2010; Mason, 2004; Rubin & Rubin, 2005; 
RWJF, 2008). Coupled with suggested probes which can be adjusted throughout the interviews 
(Hardon et al., 2004; McKenna et al., 2006; Polit & Beck, 2010; Rubin & Rubin, 2005) allowed  
me some flexibility to explore issues that arose (Berg, 2009), exploring the unknown in detail 
and depth (Wildavsky & Hammer- Craftways, 2018) such as new avenues that transpire during 
the interview (Gray, 2004). All of this can result in rich data (Wheeler & Holloway, 2010) 
which “suggest that it is possible…to unravel a deeper or more essential reality” (van den Berg 
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et al., 2003, pg. 3). Also, this type of process allowed me to find a mutual understanding of 
information sharing and, therefore, I can rephrase or simplify questions that were not understood 
by the participant, thus, relying on a conversational and interactional style (Patton, 2002; 
Sidnell, 2012).  
3.3.2 Interview Schedule Creation 
I have over 15 years of experience in creating bespoke interview schedules for assessment, 
selection and development purposes along with exit interviews and surveys. I drew on my 
experience to create a suitable interview schedule, thus illustrating a credible approach and 
consideration. The interview is divided into three research areas based on the main research 
questions, RQ1, RQ2 and RQ3 (for a reminder see, Chapter One, Section 1.7). In total there was 
11 broad to specific main questions with a host of follow-up probing questions (Bryman & Bell, 
2011; Chenail, 2011; Turner. 2010) which allowed me to ask specific question which addressed 
the RQs in more detail (Willis, 1999).  
3.3.2.1 Broad Questions 
Each area started with a broad general question to break the ice and warm up the participant 
(Whiting, 2008; Krauss et al.,2009; Rabionet, 2011). For example, in research area one, which 
addressed RQ1, looked at how associate consultants build and maintain relationships with their 
clients, the first question asked was quite broad: In general, how do you start to build a 
relationship with your client or in other words, how do these mutual promises start to form? 
Capturing general factors that contributed to building relationships, easing them into the 
discussion would also help them recall specific situations where they had spent time building such 
a relationship. Looking at how they firstly engage with their client prior to an appointment can set 
the scene for future work appointments (Purvis & Cropley, 2003; Rousseau, 1995, 2001; Rousseau 
& Greller, 1994a; Shore & Tetrick, 1994), see how they create a working relationship that is 
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beneficial to each other (Meyer et al., 2006), and specifically how they look to build and maintain 
that relationship, i.e. trust and promises. 
3.3.2.2 Main and Follow Up Questions 
After the broad question, main specific questions about that particular research area were asked 
and emerging issues where followed up by probing question (Borg, 2009) working through the 
interview schedule moving from general to specific and back to general again and so forth 
(Whiting, 2008; Baumbusch, 2010). For example, I asked the specific main questions: Can you 
tell me about a time when a contract that has worked well for you? and Can you give me an 
example of a time when this had not gone well? followed by some pre-created probing question 
(Whiting, 2008; Rabionet, 2011) if required. Below are examples of probing questions used with a 
brief explanation of why these types of probing questions are utilised in this particular question 
area, for example, Can you describe the main features of this psychological contract with them? 
and What did you do that influenced the promises that were made? These probes showcase what 
their individual beliefs were regarding the terms and conditions of this exchange agreement 
(Robinson & Rousseau, 1994).  
The probing questions are essential, they enhance the credibility so I can truly understand what 
the participants are saying and actively listening to the experiences they are sharing. I ensured the 
probing questions used included wordings that were more connected to the research question, 
therefore, highlighting actions that are created and developed, for example: How did you develop 
promises with the client? How did you develop promises with the end user? (if at all)? The core 
concept of this research is about psychological contracts, the above probing question uses 
wordings that have been historically used to describe psychological contracts, the word such as 
promises (Rousseau, 1994).  
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3.3.2.3 Definitions of Terminology 
For the purpose of timekeeping, familiarity and for the fact that the terms ‘psychological 
contract' and ‘job crafting' are not widely used in everyday terminology (Herriot et al., 1997; 
Purvis & Cropley, 2003), it was beneficial to provide the associate consultants with definitions of 
both terminologies prior to the interview via email and remind them of these before commencing 
the interview (see Appendix F). Research by Cassar and Briner (2009), along with Nadin and 
Cassell (2007) amongst others, provided definitions for their work on psychological contracts, 
however, it is not a common practice within job crafting literature but has been utilised within the 
last decade, for example, by Slemp and Vella-Brodrick (2013) for their job-crafting questionnaire 
research.   
Research by Denise Rousseau has provided depth and detail on perspectives of the 
psychological contract since the early 80s; thus definitions by Rousseau would provide an 
understanding in the simplest form what a psychological contract consists of, for example: “An 
individual's implicit belief in mutual obligations (expectations) between that person and another 
party” (Rousseau, 1989, p.172). Job crafting is a relatively new concept, I chose quotes that 
summarised job crafting quite neatly and are from researchers known for their advancement within 
the job crafting theory and concepts.  For example, “Individuals often have opportunities to 
redesign their own jobs in ways that better align their jobs with their motives… their strengths… 
and their passions…(Berg et al., 2008, p.3). 
3.3.2.4 Research Areas    
As per Study 1 (Quant), there were research areas for this study as well. Each research area 
concentrated on a particular topic with some crossovers, however, overall there was a natural 
progression from topic to topic (Brinkmann & Kvale, 2015; Patton, 2015; Rubin & Rubin, 2012). 
For the complete semi-structured interview schedule, see Appendix F.   
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▪ Research Area One: Initiating contact in terms of building and maintaining a relationship in the 
form of working towards creating a psychological contract with the client. This area 
contributed to RQ1 and RQ2, looking how the associate consultants first engaged with their 
client prior to an appointment, thus setting the scene for future work appointments (Purvis & 
Cropley, 2003; Rousseau, 1995, 2001; Rousseau & Greller, 1994a; Shore & Tetrick, 1994), 
understanding how they created a working relationship that was beneficial to each other (Meyer 
et al., 2006). Further questions in this area looked at promises and obligations that had been 
mentioned or been sustained from the client side (Smithson & Lewis, 2003). The probing/ 
follow up questions aided looking at the knock-on effects of this, the ramifications in terms of 
how the associate consultant managed the process. For example, the main question: Were there 
times when the client indicated that they felt you had broken promises? This determines 
whether there has been a breach or violation and whether these are caused by environmental 
factors or honest misunderstandings (Rousseau, 1995). The probing questions would be How 
did you try to repair this relationship? If you did not, why not? What impact has this had on 
your attitude/behaviour towards your client and also your end client?  What has your client 
done if anything to repair this relationship? 
The follow-up questions looked to ascertain if any consideration was given to how repairable 
the violation is thought to be by all involved (Robinson, 1996; Robinson, Kraatz, & Rousseau, 
1994; Turnley & Feldman, 1999). 
▪ Research Area Two: Multi-layered psychological contracts and how promises 
breaches/violations of the psychological contract impact working relationships, contributing to 
RQ1 and RQ2, exploring how associate consultants handle such multi-layered relationships, 
particularly in light of being in a direct relationship with the initial client and how this impacted 
the work carried out for the end-user. For example, How do you seek to build and develop the 
promises between all parties in this situation? Can you give me an example of a time when you 
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have done this successfully? These question set the scene for the research area, thus exploring a 
potential multi-layered psychological contract. The probing questions would be: How does this 
impact the psychological contract with your initial client? How has this altered your initial 
relationship with the initial client? How did you arrive at the promises? Who else was 
involved? Where there any breaches and by whom? 
▪ Research Area Three: Job crafting and collaboration in terms of how these activities impact the 
psychological contract, contributing to RQ3 and RQ2. This area focused on exploring what 
additional tasks are taken on, on appointment and in particular, how did that affect their 
psychological contract? It was evident from Study 1 (Quant) that associate consultants engaged 
in job crafting, making necessary changes (Petrou et al.,2012), however, their reasons were not 
explored. The questions used were modified versions of job crafting scale by Tims et al., 
(2012). For example, the main question: Can you tell me about a time when you have done 
something that A) increases or B) reduces the amount of work done for delivery? As they are 
required to be proactive and implement ideas and solutions (Petrou et al., 2012; Parker et al., 
2006) using expert skills and knowledge to job crafting. Some examples of the probing 
questions where: Why did you engage in this activity? To what extent was your client aware 
that you were making some adjustments to the task? What was their response? What effect do 
you think your actions had on your working relationship / psychological contract with the 
client? These follow up questions can showcase how they negotiated promises with multiple 
clients and how this then shaped their work when given set tasks or complex tasks (Watson & 
Clark, 1992). 
Collaboration was also looked at as further interaction could change their psychological 
contract and possibly how they job craft too; this combination has not been researched before. 
For example, the broad and main questions: How often do you have to work with others? Can 
you tell me about a time when you have worked with others on a delivery? These questions can 
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identify reasons they collaborated or engaged with others, for example, for the project at hand 
or future projects, i.e. influencing decision makers (Dutton & Ashford, 1993) and consulting 
with seniors (Tharenou & Terry, 1998). The probing questions would be: Why did you 
collaborate with them? How did you collaborate with them? How did you decide who tackles 
what aspect? Did both seek approval for the alteration/adjustment? How was this all 
managed? Did this change the mutual agreement that you initially had with your client? These 
types of probing questions not only helped to identify who else knew and was involved but also 
highlighted how this aspect of engagement and collaboration changed the psychological 
contract. 
3.3.3 Interview Process 
Interview reminders were sent out two days prior (Krueger, 1994). It was advantageous that 
the participants were from my network (Hawe et al., 1990); therefore, we have some familiarity 
between us, such as a rapport (Lincoln & Guba,1986; Mercer, 2007), a common language and 
collective narrative (Randall, 2013). As a researcher and an experienced interviewer who has 
over 15 years’ experience of conducting qualitative data collection, specifically one to one 
interviews, credibility was shown. For each interview, participants were given a short briefing, 
reminded the session will be recorded, questions can be repeated and also re-phase them if need 
be. During the interview, field notes were taken as a reflective log which would add depth and 
were reviewed with the transcripts (Wengraf, 2001). At the end of the interview, a debriefing 
was provided and all participants agreed to future communications if required. This would be 
useful inquiry feedback after analysis. These steps added to the authenticity and integrity of the 
research.   
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3.3.4 Sample size and Participants  
The aim of this study was to keep the participant group small in order to gain depth and 
detail. The credibility of the research is provided in the representative sample of associate 
consultants that are being investigated. Based on the recommendations of Morse (2000), it is 
predicted that no fewer than ten or no more than 20 interviews would most likely be needed in 
total. Further work by Guest et al., (2006) illustrate that sample size should be determined by the 
researcher, roughly between four to twelve participants, as this can help mitigate some of the 
bias and validity threats inherent in qualitative research (Patton, 2002). Other researchers such 
as Bertaux (1981) state fifteen participants, and Kvale and Brinkmann (2009) state that roughly 
between five to twenty-five participants are sufficient for qualitative research.  
My fifteen interviews sit in-between all of the above stated numbers. My sample size was 
small, however, sampling in qualitative research is concerned with the richness of information 
(Kuzel, 1992), with a focus on an adequate sample size to address the research questions 
sufficiently (Marshall, 1996) rather than a focus on simply size (Bowen, 2008). Research by 
Crouch & McKenzie (2006) mentions that less than twenty participants in a qualitative study 
allow the researcher to build and maintain a close relationship which results in an open and frank 
exchange of information. For my research, the adequacy of the sample size was based on the 
notion of data saturation (Dibley,2011; Francis et al., 2010; Ness, 2015; Sechelski & 
Onwuegbuzie, 2019) and thematic saturation (Guest, Bunce, and Johnson, 2006). Also having the 
questionnaire study first facilitated the detail of the interviews which are the most commonly used 
method of data collection (Doody & Noonan 2013; Myers & Newman, 2007; Taylor, 2005, Ryan, 
Coughlan & Cronin, 2009; Schultze & Avital, 2011) as they provide opportunity to uncover 
information  questionnaires and observations cannot reach (Blaxter et al, 2006). 
In total, eighteen invitations were sent out via email to my professional network. Fifteen semi-
structured interviews were conducted over a three-month period. Out of the fifteen, 26% were 
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male, and 74% were female. Each associate consultant was educated to a minimum degree level, 
had relevant professional qualifications and had no less than ten years of experience working as an 
associate consultant. 
3.3.5 Data Collection and Analysis  
As a researcher a lone researcher (Bahn, 2012), safety was paramount and taken into account 
(Sluka, 1990) when interviewing associate consultants at their home or mine, and as I did not 
want to create any issues of power or authority (Elwood & Martin, 2007) they selected the 
location. Further credibility was applied as ethical approval granted from the University’s 
research committee, participant information sheet and consent form (Appendix B) returned by 
each participant, along with allowing them to ask any further questions about the research prior 
to commencing the interview.  
All 15 semi-structured interviews were recorded and transcribed verbatim (Poland, 1995; 
Wellard & McKenna, 2001). One participant voiced concerns regarding privacy issues of the 
audio recording. Loughborough University's business school and transcription company 
(university approved) policy of privacy and data protection was shared and accepted by them.  
3.3.5.1 Evaluating Qualitative Research  
Qualitative methods for data collection and analysis have been criticised for not having the 
same reliability and rigour as quantitative methods. Jorgensen (2006) and Whittemore, Chase 
and Mandle (2001) state credibility, authenticity, criticality and integrity are primary criteria to 
evaluate qualitative research. Credibility relates to believable results from participants 
experiences (Lincoln and Guba 1985), in this study to achieve this, themes were assessed by 
independent peer review, by discussing extracted themes identified with peers after the pre pilot 
and pilot stages, and also after all interviews were analysed. This was done initially in person 
and then via email, and because of this process some themes were merged and re-named. For 
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examples see section 3.3.5.3. Authenticity is closely related to credibility as it reflects on 
meanings and experiences from the participants (Sandelowski, 1986). In this study, influence 
was given by associate consultants as they amplified the job crafting elements during the 
familiarisation stage, a surprise which was reflected upon and then specifically included in both 
studies thus remaining true to the study. Addition to this, a self-reflexive appreciation which was 
provided throughout. For examples see section 2.6. Criticality and integrity were incorporated 
into the credibility checks to account for the different interpretations of the findings which were 
adjusted and therefore the results are not just my interpretation and thus plausible.  The 
transcripts and themes were continuously re-checked.   
3.3.5.2 Piloting Process: Pre-Pilot and Pilot 
A pre-pilot was carried out by peer reviewing the semi-structured interview schedule. 
Invaluable feedback (Giles, 2002; Krosnick, 1999; Oppenheim, 1992) on question terminology 
(Foy et al., 2005; Bowker, 1999) was provided which gave further credibility for myself as a 
researcher as an interview schedule used was created to respect the participants needs. For 
example, repeatedly using the term psychological contract came across as too harsh, so I used 
the word promises made at times instead. 
After five reviews of the interview schedule, it was piloted with three associate consultants who 
provided feedback which resulted in some modifications on the interview schedule. For example, 
the style of interview questioning in terms of the wordings such as highlighting where the sentence 
was vague and or confusing, along with the length of the actual interview (Fowler, 1995; Hurst et 
al., 2015; Willis, 1999, 2004). For research area three, it was reported that the job crafting 
questions came across as too basic as the questions asked about alterations or adjustments that 
were made, this was tweaked to first ask if they had done something that a) increased or b) 
reduced the amount of work done for delivery. This improvement added to the analysis as there 
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was a further comparison with the employed group, as Tims et al., (2012) looked at job crafting 
through an increase and reduction lens. All feedback was taken on board and improvements were 
made (Corbin & Strauss, 2015; Patton, 2015). The final version, interview schedule six, was used 
to interview twelve associate consultants further. The interviews were recorded and transcribed.  
3.3.5.3 Interview Transcription  
Verbatim transcription was utilised, and is a common technique of capturing full verbal data 
(Seale & Silverman, 1997; Silverman, 1993; van Teijlingen & Ireland, 2003) producing a 
document that can be referred back to, address any nuances and highlights my contributions as the 
interviewer in terms of probing questions based on my professional understanding of the response. 
Some field notes during the interviews were taken adding to further depth when reading through 
the transcripts (Wengraf, 2001). This combination contributed to the overall central veracity of my 
qualitative data collection process (MacLean, Meyer & Estable, 2004). A complete verbatim 
transcription of absolutely everything, including all repetition of, 'ums', 'ers', 'you know' and 
attempts to start a sentence or drift off in mid-comment with no logical end to a sentence along 
with laughter. This conversational 'style' retains raw data that can be used to identify issues that 
could be explored in more depth using a different method (i.e. one that would require detailed raw 
data), if required. Each semi-structured interview ranged from 33 minutes to 87 minutes; the 
average length of an interview was 55 minutes.   
3.3.5.4 Analysis Methods  
There are many different approaches to qualitative data analysis, and these have been widely 
debated in the social sciences literature (Bryman & Burgess, 1994; Coffey & Atkinson, 1996; 
Dey, 1993; Mason, 1996; Miles & Huberman, 1994; Strauss, 1987). The most commonly used 
methods for interview data analysis methods are presented in Table 3.1, which also highlights 
some limitations for my final research method. 
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Thematic analysis (Braun & Clarke, 2006) for Study 2 (Qual) was utilised as it combines the 
basic concepts of the grounded theory approach and the content analysis approach (King, 1998). 
Grounded theory is where the analysis and development of theories happen after data has been 
collected (Glaser & Strauss, 1967) and content analysis is where coding themes which are of 
interest are derived directly from the text data (Berelson, 1952). Thematic analysis drew on both 
of these approaches, allowing some initial codes, which were revised repeatedly during the 
analysis (Chell, 1998). Semi-structured interviews produce data that can be appropriately analysed 
through thematic analysis (Cresswell, 1998; Howitt & Cramer, 2008).  
Table 3.1 Qualitative data analysis methods 
Qualitative 
data analysis 
method 
Usage Potential Limitations 
 
 
 
 
Content 
analysis 
To study a phenomenon through 
analysis provides a broader output 
for larger, more accurate 
conceptual analysis. Information 
is coded into categories and 
themes. Documentation is 
permanent; therefore, the study 
can be replicated and offers 
insight into intricate models of 
human thought and language use. 
The analysis is based on the 
subjective opinion of the researcher. 
Data is limited to recorded content. 
Typically tends to consist of word 
counting, often disregarding the 
context of the textual data. It is 
descriptive, not explanatory, tends to 
focus on numbers without revealing 
insights. My final study is all about 
more context to understand the 
behaviours, so this format would not 
be suitable. 
 
 
 
Discourse 
analysis 
Flexible approach can find 
creative and varied solutions. The 
study of language in conversation 
and texts. Considers social 
surroundings and historical 
context. Reveals the hidden 
motivation behind the 
interpretation of texts. 
Too much flexibility in my research 
would take away the rigour required 
to understand behaviours. It is 
fundamentally a deconstructive 
reading and interpretation of a 
particular problem or textual data. 
There is no fixed meaning; everything 
is open to negotiation and 
interpretation. For my final study, this 
option would not be suitable as the 
outcome of findings will add to the 
literature, thus, adding meaning and 
interpretation of behaviours. 
 
 
Oral or written data. The  
focus on the ordinary stories 
people tell as a way to share 
Narratives also rely on the skills of 
the narrator. My research, although 
focusing on the associate consultant 
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Narrative 
analysis 
everyday experiences, regardless 
if they are true or not. The focus is 
on events and the meaning of 
those events for those 
experiencing them. 
experiences, the interest is initially led 
by my questions rather than what is 
heard from the associate consultant.  
 
Grounded  
theory 
Rigorous research procedures 
leading to the emergence of 
conceptual categories. Data and 
analysis are interlinked, allowing 
for analysis, re-analysis and 
reinterpretation. Adapts readily to 
studies of diverse phenomena. 
Can respond and change as that 
affects behaviour change.  
 
There are no actual standard rules to 
adhere to for the identification of 
categories. Typically produces large 
amounts of data, often challenging to 
manage. However, such extensive 
dataset from the associate consultant's 
responses can be managed by 
template or thematic analysis. 
 
 
Many researchers state that thematic analysis is not a standalone analysis method, rather an 
approach that is often utilised to assist researchers in the analysis (Boyatzis, 1998; Holloway & 
Todres, 2003; Ryan & Bernard, 2000). Whereas others state a thematic analysis should be 
considered an analysis method in its own right (Braun & Clarke, 2006; King, 2004; Leininger, 
1992; Lorelli, Norris, White & Moules, 2017; Thorne, 2000). Further, Braun and Clarke (2006) 
state thematic analysis is a method used for ‘identifying, analysing, and reporting patterns 
(themes) within the data' (2006, p.79). There is no actual clear process of how thematic analysis is 
conducted (Attride-Stirling, 2001; Boyatzis, 1998; Tuckett, 2005). For my thematic analysis 
process, I followed the six-step framework by Braun and Clarke's (2006) which is very suitable to 
discover common themes to describe experiences. The coding process is further discussed in 
Section 3.3.5.5.   
Thematic analysis provided rich and detailed accounts of complex data from all 15 interviews, 
there are no specific guidelines in terms of sample size for thematic analysis (Guest et al., 2006) 
and any direction that has given to date has been rejected as having “little if any value” 
(Emmel, 2013 p.146). However, Guest et al., (2006) and Francis et al., (2010) having completed 
around 60 interviews, found saturation at the 12th and 17th interview mark respectively. I was able 
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to ensure themes captured a common, recurring patterns across my dataset, clustered around my 
main three RQs within 15 interviews. The flexible approach of recording and re-analysing was 
beneficial for theme reduction (Braun & Clarke, 2006; King, 2004) for my dataset. This flexibility 
allowed me to apply a deductive process from my three RQs and an inductive process from the 
main body of the interviews (Frith & Gleeson 2004; Hayes 1997) thus manoeuvring from to 
specific theory in an organised manner to where themes are effectively linked to the data gathered 
(Patton, 1990). Although this flexibility can be seen as a lack of coherence when creating themes 
from the dataset which leads to inconsistencies (Holloway & Todres, 2003), the cohesion and 
consistency can be encouraged by ensuring there is a clear epistemological position that inherently 
underpins the study’s practical claims (Holloway & Todres, 2003). For my research, it was useful 
for summarising key findings and required a structured approach which produced an organised, 
clear dataset (King, 2004). 
3.3.5.5 Coding for themes 
As per Manen's (1997) guidelines, transcripts were read repeatedly to make sense of each 
account, identify themes, evaluate the relationship of specific utterances to the various themes, and 
examine the relationship of themes with each other. Contradictions to the themes were identified 
and consideration was given to what these tensions pointed to. Initially I read them to gain a sense 
of direction before I started to code them. The ideals of the approach taken on the application of 
codes as “A code in qualitative inquiry is a word or a short phrase that symbolically assigns a 
summative, salient, essence-capturing, and/or evocative attribute for a portion of language-based 
or visual data.” (Saldaña, 2016 p.3). The three research areas in my semi-structured interviews 
was a good starting point as the theme must "describe the bulk of the data" (Joffe & Yardley 2004 
p.67). However, there are some natural crossovers which were inevitable; a good sign that 
everything researched was interlinked as the purpose was to categorise and produce meaning from 
the data collected and draw realistic conclusions (Polit & Beck, 2006).  
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My coding process started by reading the first three transcripts and just making some memo 
notes for myself; this helped familiarise myself with the information. Initial themes were 
developed, engaging in parallel coding and repeatedly revisiting the three transcripts and the codes 
after some reflect time on the data (Hammersley & Atkinson, 2007). I demonstrated credibility 
and authenticity concerns as my RQs were addressed and the themes were presented 
appropriately. A fellow associate consultant reviewed a set of given ten segments from various 
interviews transcripts and they were required to place the segments in the created coded themes 
that they felt best reflected that segment and participant experiences. Nine out of the ten were 
themed in the same manner. The disputed one was whether the segment reflected more about trust 
or obligation, and it was discussed they represent too many similarities, so that particular coded 
theme was grouped. 
The remainder of the transcripts were analysed, and further codes added. In order to address 
criticality and integrity in terms of my assumptions, knowledge and interpretations of the themes, 
an occupational psychologist who has in house and associate consulting experience in the field 
reviewed the themes and established plausibility with their own experiences. After this review a 
final coding structure was applied to all the transcribed data. This then allowed me to combine 
themes and concepts which allowed me to explain my data with relevant theory. Overall the cycle 
went back and forth a few times which followed Braun and Clarke's (2006) coding phases, after 
several iterations, the hierarchical analysis started to form which included renaming and 
combining of label themes and ended with a concept to enhance and add to theory.  
The inductive process I embarked upon, as Thomas (2003) illustrated, has three actual 
purposes, creating summaries by condensing the varied raw data, creating a clear pathway 
between the summaries and the actual research and using the raw data to create theories and 
develop a model based on information drawn from the raw data. 
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Whereas the deductive process I embarked upon was initially top-down (Boyatzis, 1998; 
Hayes, 1997) simply because I had the first three main themes which I had pulled from the way I 
formatted my semi-structured interviews, i.e. three research areas of the interview schedule, each 
part primarily concentrated on one particular area; however, there are natural crossovers as 
mentioned earlier. From then onwards, my inductive process was bottom-up (Frith & Gleeson, 
2004), working through the data and pulling out what was interesting and relevant to my main 
RQ's. My main approach to my coding was based around my three initial main codes; from there, 
I created more codes and sub-codes. The data was organised so that themes could be recognised 
(Berg, 2001). For example, for the main theme psychological contracts, one of the sub-themes is 
code called ‘Broken' under which there were two sub-themes ‘associate consultant’ and ‘client', 
and under each of these, there were further sub-themes and so on, see Figure 3.1  
 
 
 
I used participant responses, extracts of quotes, as they provided remarkable and ‘invaluable 
interpretations' (Bechhofer & Paterson, 2000) to guide me for labelling the themes after 
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discovering them (Rubin & Rubin, 1995) rather than them simply emerging from the data (Singer 
& Hunter, 1999). Numerous iterations of coding and re-coding eventually led to the development 
of a conceptual framework that summarised the intricate experiences of complex psychological 
contracts and job crafting activities for associate consultants which were reviewed by fellow 
associate consults for criticality and integrity (Whittemore et al.,2001). I felt this hierarchical 
approach to organising my themes was helpful/appropriate given the sheer volume of data 
gathered and the need for interpretation that was meaningful and addressed the RQ's. 
3.3.5.6 Nvivo   
Like most researchers, I needed to organise my data (Miller, 2000). The transcription service 
used Microsoft Word office to create the transcribed interviews. Each transcription was imported 
into Nvivo, a CAQDAS (Computer Assisted Qualitative Data Analysis) package system, this 
software was only a support matrix to organise my interview text rather than an interpretive tool 
(King 2004). 
NVivo was very valuable as a data management tool as it provided me with a means to store, 
code and report my data all in one area. However, Nvivo, like many other software packages, does 
not remove the need to code and interpret or rule out human error (Bazeley & Jackson, 2013) and 
is time consuming to learn. Nvivo does not analyse my data; it is not the SPSS equivalent. NVivo 
allowed me to organise my dataset into a thematic classification of data based on keywords 
(Syarifuddin, Amirullah & Rosmaladewi, 2017). Seidel (1991) stated software might guide 
researchers in a particular direction and others such as Davis and Meyer (2009) believe software 
distances the researcher from the data. Overall, many appreciate that this type of software 
facilitates an accurate and transparent data analysis process (Morison & Moir, 1998). Further 
credibility and trustworthiness were shown as I had booked myself on a certified Nvivo classroom 
based training course, which enhanced my knowledge of conceptualising and code medium sized 
data sets. I entirely managed how my data was analysed within this system, organising data into 
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themes and sub-themes. This hierarchical coding process was easy to manage and view all on one 
platform with relevant links to the theme from the equivalent interview transcript.  
3.3.5.7 Further member checking 
To enhance the credibility and trustworthiness of my analysis, I went back and spoke to the 
participants after I had analysed all 15 interview transcripts and asked for their feedback on my 
interpretations, checking to see if it resonates with their experiences. Due to availability I was 
only able to speak to four of the associate consultants, however the positive comments gave me 
confidence in my work.  
3.4 Chapter Summary and Next steps 
This chapter gave a detailed account of both research methodologies utilised for this 
sequential research study including the familiarisation process which influenced the question 
items in Study 1 (Quant).  The first study in the sequential study design was study 1 (Quant) the 
chosen method of questionnaire to capture prevalence of activities was described, the responses 
from that stage provided information to create a semi-structured interviews to capture nuances 
which describe the similarities compared to employed individuals and differences for associate 
consultants due to the complexities of being self-employed, the layers of client 
engagement/involvement and ad hoc appointments. Each of these bespoke methods was created, 
validated and authenticated through various processes such as piloting, feedback and reviewing 
as mentioned above.  The execution of each method were discussed along the specific analysis 
techniques with reference to tools used. The findings of this sequential research study will be 
discussed in the next chapter, beginning with Study 1 (Quant) and then Study 2 (Quant).  
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Chapter Four: Results: Study 1 (Quant) and Study 2 (Qual) 
4 Chapter Abstract 
The sequential explanatory study presented in chapter two and three described the design and 
analysis techniques in detail, this chapter reports the findings for each study in sequential order.  
Study 1 (Quant) was completed on-line (n=49), four research areas were investigated. The 
findings highlighted socio-occupational demographic information (Section 4.11) such as age and 
year of experience which built a profile for associate consultants as they have not been 
previously research in connection with psychological contracts and job crafting. The prevalence 
of the various techniques associate consultants engaged in to initiate, build and maintain client 
relationships were found to have some differences than those that are employed (Section 4.1.2). 
Overall the multi-layered psychological contract was evident as associate consultants stated they 
see both the initial clients and the end-user as their main client, thus the focus was equal, 
however 5% stated the main focus is on the end-user. The breach in the psychological contract 
was reported from the client’s side more than associate consultants themselves.  Proactive 
behaviours of job crafting and working with others were very prevalent and therefore an 
important factor when working as an associate consultant. The last research area glanced at the 
associate consultants’ CV and professional data (Section 4.1.3) with a connection to social 
marketing where it was found less than 40% had a LinkedIn profile. The findings from Study 1 
(Quant) paved the way and creation of Study 2 (Qual), the last study in this research design.  
Study 2 (Qual) was executed by semi-structured interviews (n=15) through the use of a 
thematic analysis approach, a set of themes relating to the three main RQs were identified. 
Findings show the formation of the psychological contract has many nuances that depend on  
relationship building illustrating a relational focus (Section 4.2.1), especially when it came to 
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addressing multiple stakeholders (Section 4.2.2.2). These nuances had set the tone for the 
relationship in terms of mutual understandings and promises made and broken. The proactivity 
reported (Section 4.2.3) gave insights into how breaches are tacked by associate consultant this 
included repairing the concern immediately, thus taking ownership (Section 4.2.2.3). Other 
proactive behaviours reported were collaborating with others and leading (Section 4.2.3.4/5)and 
most importantly novel job crafting activities which included collateral crafting and reputational 
crafting which are unique findings from this research. Majority of the job crafting was carried 
out without others knowing thus applying expert skills and knowledge as per the psychological 
contract they had created with their clients.  
4.1 Study 1 (Quant) 
Current and past associate consultants were surveyed to allow data from a larger number of 
respondents, thus, facilitating a wide range of responses with some variances in the questions 
(see Chapter 3, Section 3.2.1). Majority of the data will be presented as combined results.  
4.1.1 Research Area One and Two: Socio-Occupational Demographic Data. 
These areas looked at personal, educational, past and current work experience years; this 
profiled the associate consultants’ backgrounds, looking at whether they were similar or 
completely dispersed. This area is not related to any particular RQ, however build a profile of 
associate consultants. Table 4.1 below provides descriptive statistics on socio-occupational 
demographic characteristics.  
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  Table 4.1 Participants Socio-Occupational Demographic Characteristics.  
         Study 1                        SD 
     (Quant) n (%) 
    Gender   
   Male      13 (26) 
   Female      34 (70) 
   Transgender      2 (4) 
Average age (31-75)     48                                10.467 
Children under of 21yrs   
   Yes      34 (69) 
   No      15 (31) 
Highest Education   
   Secondary School     6 (12) 
   Bachelors     14 (29) 
   Masters     24 (49) 
   PhD     0 (0.0) 
   Other     5 (10) 
Work experience  
   No of years working as an associate consultant  
 
   0-3 years 0 (0.0) 
   3-5 years 2 (4) 
   5-10 years 13 (27) 
   10 years plus 34 (70) 
Previously employed by an organisation  47 (96) 
After redundancy became an associate consultant 13 (26) 
Current associate consultant work status  
Registered as a limited company 28 (57) 
Registered as freelance or sole trader 25 (43) 
  
 
For Study 1a, 38 out of 50 questionnaires were returned, representing a response rate of 
71.2%. Ages ranged from 32 to 71, the mean age was 50.2 (SD.10.037) years. For Study 1b 11 
out of 12 questionnaires were returned, representing a response rate of 92%. Ages ranged from 
32 to 60, the mean age was 41.2 (S.D 9.163). When both results are combined, the average age 
of associate consultants was 48, with a range from 32 to 71 (SD 10.467). A higher female 
representation is seen, 69%, this is in line with industry figures as women constitute 70% of all 
managerial/professional jobs in HR (Thwaites & Jennsion, 2006). Thirty-one percent have 
children under the age of 21 for those who had children (M =13.78 SD 5.86), flexible working 
theories state family commitments as a reason to become self-employed and this study showed 
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10.2% of associate consultants stated the same. The remaining results will be discussed as 
combined data. As other variables were categorical, measures of the mean, standard deviation 
and range have not been included. The data set was small, so the remaining results will be 
presented in frequency/percentage. Other reason to become self-employed were subjective 
motives and preferences such as flexibility, autonomy, variety, freedom and business 
opportunities reasons, these totalled to 53.1%, which is also similar to the broader self-employed 
group (Blanchflower, 2007; Buttner & Moore, 1997) and the remaining 36.7% stated the reason 
of redundancy. These reasons provided some insight into the types of psychological contract 
they find fulfilling for themselves. This is an educated group, 28.6% hold a bachelor's degree, 
49% hold a master’s degree and the majority, 69.4% had over 10 years of working as an 
associate consultant therefore, their responses can be seen as experienced understanding rather 
than one-off appreciation of associate consultant life.  
  Exploring a link between associate consultants past work experiences and factors that led 
to that particular link becoming stronger indicates what they might value in their psychological 
contract.  
 Eighty two percent had previous long-standing careers with large organisations, with 4.1% 
stating they have never worked for an organisation. This supported work by Segal, Borgia & 
Schoenfeld (2005), which found that individuals who had employment experience within large 
organisations were significantly more likely to establish their own businesses. Thirty seven 
percent reported becoming associate consultants after being made redundant, a conscious 
decision to add to the labour force and sustain employment. Fifty-seven percent registered 
themselves as a limited company and the remainder are either freelance or sole traders whilst 
undertaking appointments thus not employed.   
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4.1.2 Research Area Three: Contracts and Work Autonomy.  
 This area looked at how associate consultants create relationships with clients, exploring the 
degree or level of freedom, discretion allowed over the work they are executing and work with 
others. Information obtained provides insights for RQ1, RQ and RQ3. Table 4.2 below provides 
descriptive statistics about how associate consultants engage with clients and job crafting. As 
this data was collected categorically, the mean, standard deviation and range have not been 
reported.  
  Table 4.2 How associate consultants engage with clients, job crafting and collaboration.  
     Study 1  
(Quant) n (%) 
Client Engagement   
   Initiate contact via consultancy firms     42 (86) 
   Spent some time building relationships     30 (61) 
      Mainly by face to face  
      Email or a call                                                                          
    24 (49) 
35 (51)
   Attempt relationship after project completion      44 (80) 
Multi-layered Psychological Contract   
   Client and end-client equal      34 (76) 
   End-client focus        2 (16) 
   Client focus     13 (8) 
   Psychological Contract Breach   
     Client breach     23 (55) 
     Client did not breach      26 (45) 
     Associate Consultant breach       3 (6) 
     Associate Consultants did not breach      46 (94) 
Engaged in Proactive Behaviour      53 (26) 
   Job Crafting and Collaboration  
     Alter / Adjust work      46 (94) 
     Working with other associate consultants     28 (59) 
     Receiving their support                                    34 (69) 
  
 
4.1.2.1 Client Management 
When contacting clients, 86% of associate consultants responded that they initiated contact 
via a consultancy firm, the remainder stated either directly or through a recommendation. In 
terms of building the relationship with the client, 62% stated they spent some time building 
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relationships with their client, 29% stated a lot of time building relationships and the remaining 
10% stated little or no time building relationships with their clients. Forty nine percent stated 
they built relationships with their client by face to face interaction and the remainder stated 
either by emails or via phone calls. Over 80% looked to keep a relationship with the client after 
a project has ended, however, just over 10% were not aware if they had been taken on solely for 
that project. The results here imply there is a clear emphasis on relationship building and this 
was explored further through semi-structured interviews.  
4.1.2.2 Multi-Layered Psychological Contract and Breaches 
When it comes to maintaining relationships, 76% of the associate consultants stated they see 
the client and end-client both equally, with 8% stating the client, and 16% stated the individual, 
the end-client, they are working with at that point as their main client thus implying a multi-
layered psychological contract; albeit with some nuances. Therefore further exploration was 
required through semi-structured interviews in terms of how an associate consultant manages 
and works through and within those multiple-layers.  
 When asked explicitly about psychological contracts, it emerged that 55% stated they had 
experienced the consultancy firm, the initial client, breaching the psychological contract. 
However, only 6% stated they have previously breached the psychological contract themselves. 
The associate consultants stated due to non-payment of work done, unrealistic expectations from 
the client, insufficient support / information and pressure from the client resulted in them 
breaching the psychological contract as they felt the mutual trust and obligations had not been 
sustained from the client-side (Smithson & Lewis 2003). Given that breaches occur, it was 
important to further explore this area through semi-structured interviews, looking at how these 
breaches specifically occurred, and the repair process involved.  
143 
 
 ASSOCIATE CONSULTANTS’ EXPERIENCES 
 
4.1.2.3 Proactive Behaviour, Job Crafting and Collaboration 
 An array of research has looked at proactive behaviour amongst those who are self-
employed (Ashford & Black, 1996; Morrison, 1993a, 1993b; Thompson, 2005), which leads to 
job crafting. Many associate consultant reported been given autonomy on projects; Although 
fourteen percent stated, no autonomy was given, a majority at 48% stated sometimes they had 
autonomy, 19% stated they were often given autonomy, 2% stated a lot of autonomy was given, 
and 17% stated it varies between clients. The results indicated a type of proactive behaviour as 
just over 53%, of the associate consultants engaged in adjusting the design and delivery of a 
work brief based on their expert skills. Tims and Bakker (2010) and Wrzesniewski and Dutton 
(2001) have named these self-initiated changes to a task job crafting behaviour. In total 94% 
stated they would alter / adjust the design and delivery for unforeseen circumstances. Within this 
94%, 47% stated they did this sometimes, 37% stated doing this often, 8% stated they always do 
so and the remaining 2% stated other with reasons such as rarely, thus, illustrating the need to 
work around a concern to ensure the end goal is achieved, along with ensuring others are also 
able to support the client's needs.  
 Associate consultants also reported adjusting the delivery/design to remove demands that get 
in the way of doing an effective job; Sixty-eight percent stated sometimes they do this, 8% state 
they often do so, 4% stated they always do so, another 4% stated it depends on the situation and 
16% stated they never do so. Thus, all fulfilling work engagement, job performance and 
commitment to the client organisation (Leana et al., 2009, Tims, Bakker & Derks, 2013). All 
associate consultants stated they sought feedback; Thirty-five percent stated this happened 
sometimes, 49% stated this occurred often and 16% stated they always sought feedback. It is 
important to find out what they did with the feedback they gained and it what particular 
circumstances did they seek this initial feedback. All of these proactive job crafting behaviours 
of associate consultants needed to be further explored by semi-structured interviews in terms of 
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what types of adjustments were undertaken, who else was involved and what effects did this 
have on the relationship with their clients.    
 In terms of potential collaboration and supporting other associate consultants, it was reported 
that 12% never contacted other associate consultants, 59% contacted other associate consultants 
often, 25% stated they always do so, and 4% stated it depends and varies on the work itself. 
Seventy percent reported they receive the most support from other associate consultants to get 
the job done when on a work appointment, 12% stated support comes from their clients and 18% 
stated both from their clients and other associate consultants. Their involvement and 
engagement would describe how this multi-layered stakeholder management has an impact on 
the psychological contract in terms of honouring promises made concerning how an associate 
consultant carries out a particular work task, therefore, engaging in job crafting again. This area 
needed to be further explored through semi-structured interviews to capture the nuances for 
collaboration and job crafting within this niche group to understand how supporting and 
receiving support effects their client relationships.  
4.1.3 Research Area Four: Associate Consultants CV and Professional Data.  
 This area can be used to determine what type of services associate consultants offer thus 
providing some information to support RQ1. When asked regarding initiating client contact and 
networking opportunities, it was highlighted those associate consultants utilised the LinkedIn 
platform to engage in these activities which did initiate their psychological contract with their 
clients, as promises were explored when associate consultants illustrated what they could offer 
clients, 39%, 19 out of 49, associate consultants had a current LinkedIn profile. However, 
overall, I decided not to look at this any further in terms of exploring the associate consultants’ 
CV and professional data as I don't think it ties in too well with my three main research 
questions. 
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4.2 Study 2 (Qual) 
The following sections describe the thematic findings from Study 2 (Qual) which produced 
important results that included comparing the relative frequencies of themes from the data set, 
reviewing and noting code co-occurrence or graphically presenting code relationships (Namey, 
Guest, Thairu & Johnson, 2008). The themes are presented in a model (Figure 4.1) and discussed 
in detail below.  
King (2004) stated that utilising direct quotes is a vital aspect of the final report. By providing 
evidence of raw data rather than providing a description of what the associate consultant had said, 
the validity and merit of the analysis is further convincing as the themes can be effectively 
theorised (Braun & Clarke, 2006) and enabled me to illustrate whether or not the literature 
supports the findings (Halpren, 1983; Polit & Beck, 2008). I have shown and stated where novel 
and unique findings have emerged from a coherent narrative which showcases credibility and 
authentic research outcomes.  
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4.2.1 Research Area One: Building and Maintaining Relationships with Clients 
This section will focus mainly on RQ1 that was identified in Chapter 1, Section 1.3, which 
introduced the psychological contract into the self-employment associate consultant context, 
addressing the gap within current literature and knowledge within these two elements.  
RQ1: How does an associate consultant initiate, build and maintain relationships (psychological 
contracts) with their client? 
There are two parts to RQ1 - the initiating and building of the relationship, and the maintenance 
of the relationship. It is a sequential process (See Figure 4.2):  
RQ1 is a wide question which was crucial in terms of understanding in what ways associate 
consultants’ initiates contact, thus, creating relations which could lead to business opportunities 
which builds and maintains the relationship. Therefore, associate consulting work should be seen 
as a relationship business process (Block, 2000). Understanding how this relationship has been 
initiated is invaluable (Appelbaum & Steed, 2005; Kubr, 2002; Sturdy et al., 2009) to develop the 
study of psychological contract theories and literature.  
As associate consultants work in an ad hoc manner, in the first instance it can appear that their 
relationships are transactional (Rousseau & McLean-Parks, 1993); however, as mentioned above, 
there is a need to initiate and build a relationship. An understanding of how an associate consultant 
manoeuvres through the process is required.   
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From RQ1, four main emergent themes (Figure 4.2) were uncovered under the research area of 
building and maintaining relationships with clients. Once the contact is initiated, the relationship 
starts (Anderson & Schalk, 1998; Doney & Cannon, 1997; Herriot et al., 1997; Jones & George, 
1998; Robinson et al., 1994; Rousseau, 1990; Williams, 2001) and, therefore, the psychological 
contract has then already been created (Rousseau & Tijoriwala, 1998).   
4.2.1.1 Building Relationships with Clients  
Initiating contact is the first step, either (a) the client initiates contact, or (b) the associate 
consultant initiates the contact.  
4.2.1.1.1 Clients Initiating Contact 
▪ Initiate contact through a pre-existing (previous) relationship: Many associate consultants 
reported clients themselves use their professional network to seek them out potential 
associate consultants. For example, associate consultant 115 stated: "I've got a client that 
has used me for probably since 2007/08 and that worked well because at the start…we had 
a relationship pre-existing from another company".   
▪ On-Line: A few associate consultants mentioned clients had reviewed/contacted them 
through professional databases where individuals highlight their expertise, such as 
LinkedIn. For example, associate consultant 115 stated: "They did a LinkedIn search for 
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me, I saw they'd looked at my profile, and so I connected with them, and they said, that's 
interesting, we were just about to get in touch with you, so yes it was social media".  
4.2.1.1.2 Associate consultants initiating contact.  
Associate consultants mentioned majority of the time they initiated contact with the 
client. This can be seen as a form of business development which is met with semi-
regular communications for work considerations and appointment bookings (Locke 1996; 
Price, Arnould, and Deibler 1995; Siehl, Bowen, & Pearson 1992). They reported this is 
typically done by four different methods which can all be seen as proactive behaviour, a 
strategic move which has implications for the development of the psychological contract.  
▪ Advert Response: This process can be seen as a formal approach. In terms of the 
selection process, as Rousseau (1995) points out, the experience described is a pre-
employment schema, subjective beliefs between the associate consultant and the 
potential client are formatted. For example, associate consultant 109 mentioned: "they 
actually put an advert out nationally ….they chose about ten people…they were trying to 
build a relationship at that stage. So there was about ten people in that room… so I 
expect they were selecting at that point". Selection process experiences produce 
understandings regarding the promises made between workers and employers (Rousseau, 
1989).  
▪ Informal client contact enables the associate consultant to foster development of becoming 
acquainted with a potential client, as well as the exchange of information and thoughts 
(Taminiau et al., 2009) which may aid the associate consultant to predict the kind of 
rewards they will receive for investing time and effort with the client (Sparrow & Hiltrop, 
1997), thus, adding depth to their psychological contract in terms of predicting mutual 
exchanges.  
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▪ Direct: Cold calling or emailing potential clients, being proactive and personally marketing 
themselves. They described being taken on by clients for associate consultancy work based 
on their confirmation of what they have previously produced as an expert worker. Thus 
making a promise and pronouncing they can job craft for the client. For example, associate 
consultant 108 mentioned "I reached out to them, and I emailed to describe my experience, 
my qualifications…I never actually met them… but I was given work". Associate 
consultants indicated that they rarely meet clients personally before working on any 
appointments due to geographical locations and, therefore, engage with promises instead 
from the outset, therefore, capturing the attention of the client is also a pressing concern for 
an associate consultant when building their psychological contract.  Associate consultants 
said they need to prove themselves from the outset; thus, an initial professional approach 
over the phone is a crucial element to harness the relationship as meeting someone for the 
first time.  
For example, associate consultant 115 recalled a time when they had re-contacted an old 
employer (Ramakers et al., 2015) after they embarked upon being self-employed. "She had 
remembered me, and she said, yes, actually we do use associates. Can you send me some 
examples of your work”? The evidence of past performance created a promise where 
associate consultants can bank on their previous work outcomes, which provides a promise, 
thus, cementing a potential future working relationship (Thomas & Anderson, 1998; 
Wanous,1982).  
▪ Networking: Almost all associate consultants indicated that networking was beneficial, be 
that formally or informally. Associate consultant 109 stating ‘I suppose the normal way of 
meeting, getting in contact with a client would be through networking from other people’. 
Associate consultants reported, a relationship is required; this, in turn, aids the 
psychological contract. Uzzi and Dunlap (2005) suggest networking delivers three unique 
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advantages: private information, access to diverse skill sets, and power. Therefore, 
developing diverse, rather than "self-similar" network contacts through shared activities, 
builds a more influential network. For example, associate consultant 115 stated:  
"A huge project we did this year, sourced by a company that had no knowledge of or no 
expertise in what we did, and they said you deal with the client. We did all the project 
management; we went to see them face-to-face, even though that was not part of the 
original agreement. We scoped out everything, we gave them regular updates, and it 
was interesting because that was in contrast with what our intermediary did”. 
 From what the associate consultant above indicates, it appears that through the network of 
the consultancy firm, they were able to create a specific network with the end-user they 
would usually not interact with based on the initial psychological contract with the initial 
client. This specifically illustrates the multi-layered aspect of the psychological contract 
and is key to understanding the complexities and dynamics of relationships for associate 
consultants’ psychological contract. In the particular instance, the associate consultant 
described above, they appear to have created a psychological contract with the end- user 
with the go-ahead from the initial client. For that particular situation, it may transcribe that 
the consideration of promises is given to the end-user rather than the initial client. The 
importance of the multiple connections for associate consultants appears to be imperative. 
In terms of networking, for many associate consultants, this was either done informally or 
via referrals. These are discussed below.  
▪ Informal Networking: Majority of the associate consultants reports a form of informal 
networking:   
–  a) Online: Social media personal and professional platforms such as Twitter, LinkedIn, 
Facebook, and Referral Key. Associate consultants reported that engaging via a platform 
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of mutual interest is highly beneficial to build professional relationships. For example, 
associate consultant 108 stated:   
“As a platform, there is an initiative for me to actually make contact with people that I 
feel that there is a mutual and professional benefit in the contact. So when I make 
contact with people on LinkedIn, there is almost a sense of, you’re working in an area 
that I’d like to work in so it’s mutually beneficial for me to have contact with you”.   
These relationships are mutually confirmed, LinkedIn, and no one joins the network 
without knowledge and explicit consent. As indicated by the associate consultant, the 
impact of this on the formation of the psychological contract is about professional 
promises and boundaries where there is a mutual understanding of how things are 
conducted simply by showing an interest in the common area where they are notified 
quicker as they have initiated the contact. 
-  b) Referrals: As Maister (1993) points out, there is no more effective practice than word 
of mouth. Numerous associate consultants reported being referred by other associate 
consultants. For example, associate consultant 104 stated, “So you (referring to the 
interviewer) actually put me in contact with them because they needed an associate".  One 
professional relationship is shared with another professional person, this highlights the 
relational aspect. 
4.2.1.2 Maintaining relationships with clients 
Associate consultant’s report that they maintain relationships with their clients by creating an 
establishment between themselves and the client. The associate consultants indicated this is 
detailed by a) adjustments discussed between themselves and the client, and b) preparation, in 
terms of researching and understanding client needs/requirements.   
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4.2.1.2.1 Adjustments   
For an associate consultant, adjustments provide specific scope which enables them to 
compromise, thus, making promises which provide a specific understanding going forward in 
terms of appointment consideration and options based on expectations. These expectations are 
also implicitly or explicitly promised (Robinson,1996) by the client, which supports the 
maintenance of the associate consultant's psychological contract. These are either agreed 
together or independently and then discussed. For example, associate consultant 110 stated: 
"So we set objectives, we set timescales, we agreed what those outputs looked like". They 
described working together to discuss an outcome that was suitable for both parties. Overall, 
this is typically done by looking at two different aspects: 
▪  Availability: The promise of being available for a specific time point has to be agreed by 
both the associate consultant and the client, it is advantageous for both parties for different 
reasons, however, the result is mutually beneficial for both. For many Associate consultants, 
this reduces uncertainty within their psychological contract as it gives them a sense of control 
and predictability (McFarlane, Shore & Tetrick,1994) by stating what is available, to begin 
with from their side, whilst showing respect for their client's needs. For example, associate 
consultant 112 mentioned: 
“I felt really uncomfortable about saying to them, I really want to be an associate but I 
can’t do any assessment centre work for you because I can’t leave the house at the 
moment. So I just said, is there any other way that I can help you out? And they said we 
do ask people to write reports for us. That's something that you can probably do". 
The onus will still be on the associate consultant to fulfil that requirement given; therefore, 
the psychological contract is open to breach to some degree.    
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▪ Flexibility: the mutual understanding that both parties have demonstrated consideration for 
each other. For example, associate consultant 112 acknowledged understanding certain 
constraints on the type of day that can be booked for a work appointment due to childcare 
arrangements from their side: 
"That I did have childcare difficulties. They would be very clear about the dates that 
they wanted me to work, so I could then go away and check with the nursery if I could 
book my daughter in…Because they were so flexible with me and they were 
understanding…I always made sure that I delivered the work early and I always felt I 
was very rigorous about giving them a very good quality level report". 
  Associate consultants are able to state what they would like to promise. As shown above, the 
psychological contract can be revised over time (Robinson & Rousseau, 1994) as nothing 
appears to be concrete due to the ad hoc working arrangements for an associate consultant.  
4.2.1.2.2 Preparation  
Every associate consultant mentioned a form of preparation when taking on appointments 
from their client. For example, associate consultant 112 stated: "I'll ask them for a quick chat 
with the person who is dealing with the account, so I can get some background history as to 
what's going on with the organisation". The response indicates liaising with others as well, thus, 
drawing on the multi-layered stakeholders within their psychological contract. Typically, 
associate consultants discussed two methods of preparing for their clients, or potential clients: 
▪ Do Work: Many associate consultants’ responses indicated they typically needed to prove 
themselves by showcasing their skills on an actual paid appointment. For example, associate 
consultant 111 mentioned: "So once they see the work that you do, if it’s what they’re looking 
for, then I think a good relationship starts to develop”. It appears from the above statement; 
results of a tester appointment are then used to determine further appointments. At this stage, 
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there is a promise to deliver a result via expert knowledge demonstrated by the associate 
consultant.  
▪ Expectations with information sharing: Many associate consultants reported the need to 
manage expectations (Guest, 1998b) regardless of the client having different expectations at 
any point. Managing these expectations by gaining clarity is vital to delivery. For an associate 
consultant, managing expectation is more complex as they also need to further manage the 
expectations of their client and the end-user. For example, associate consultant 112 stated, 
“For me, it’s always about being very clear about expectations and ensuring that the client 
and the end-user are 100% sure as to what’s going on and what they can expect as an 
outcome”. This describes the psychological contract becoming a multi-layered process and, 
therefore, promises are coated with other promises that are equally important. Further clear 
examples of this multi-layered psychological contract came from associate consultant 108,  
who stated “the end-user, again there’s another level of conversation about what their 
expectations are, what I can deliver and how that works” and associate consultant 115 
expressed “I guess it’s about sharing information, it’s about explaining the contingencies, 
almost talking through the project plan”. The multi-layered psychological contract has not 
been explored in the current literature to this degree.  
4.2.2 Research Area Two: Psychological Contract with Multi-Layered Stakeholders   
This section will address RQ2, which was identified in Chapter One, Section 1.4. 
How does an associate consultant shape, repair and maintain psychological contracts with 
multiple stakeholders? (RQ2) 
Research Question Two (RQ2) is another wide question which was crucial in terms of 
understanding how associate consultants understand and acknowledge the elements of their 
psychological contract with their client as it is a mutual understanding between the two parties (De 
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Vos, De Stobbeleir, & Meganck, 2009; Levinson et al., 1962), thus, has multi-layered components 
which overlaps between client and other colleague type individuals (Arnold, 1996; Herriot & 
Pemberton, 1997; Marks, 2001; Millward & Hopkins, 1998; Rousseau, 1995; Rousseau & Greller, 
1994; Sims, 1994). For example, associate consultant 101 stated: "I think 100% of my time is 
working with others, and the others could be other associates, other consultants, working with the 
clients". Associate consultants indicated when working on an appointment, they essentially have 
two clients, their initial client and the end user (Liden et al.,2003). For example, associate 
consultant 108 emphasised “I have two clients - I have the company that I work with and then I 
have the end-user is also a client. So I have two psychological contracts that I have to manage 
with that”. Therefore, they have illustrated the obligation would be towards both clients (McLean 
Parks et al. 1998); this multi-layered stakeholder management is discussed in full further below 
(see figure 4.3)  
 
This multi-layered relationship is a complex model as the associate consultant has more than 
one client. To begin with it is advantageous to see a) what psychological contract looks like,  then 
how that b) multi-layered psychological contract is managed and then c) how breaches and 
violations are dealt with and why. 
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4.2.2.1 The Shape of the Psychological Contract   
When looking at how the associate consultant determines a shape that is deemed a good 
psychological contract, findings illustrated that four themes were apparent.  
▪ Going Above and Beyond: Many associate consultants reported they had gone above and 
beyond the call of duty (Conway & Briner, 2005), such as completing some additional work, 
working longer hours and not billing for these activities, thus, very much fulfilling the 
psychological contract obligations. For example, associate consultant 112 stated: “I’ll go above 
and beyond the call of duty...I went back and spent a lot of time going over things with them 
and just clarifying and that was all free of charge, I wouldn’t charge him for that”.  
▪ Appreciation and Value: Associate consultants stated practical support is a form of being 
valued and appreciated. Typically, associate consultants are initially excluded from the 
consultancy process (Sturdy, Clark, Fincham, & Handley, 2009) and, therefore, this may 
illustrate that they may have less power in terms of equalities within the multi-layered 
relationship. However, the associate consultant might need to feel respected and valued by their 
initial client. For example, associate consultant 115 stated, “I would respond quickly to their 
requests, but they wouldn’t bother me overly with potential sales leads that weren’t going to go 
anywhere”. Within the psychological contract with their initial client, it is implied that they 
would want to be given tasks that are fitting and not time wasting for them. From what the 
associate consultant indicated, they would have already discussed what skills they possess 
which can be utilised by the initial client, therefore, wanting work that represents their 
expertise.  
Appreciation and value are different to those obligations that are found in the existing   
psychological contract literature, for associate consultants they are about the effort that the 
relationship provides; the understanding of considered commitment rather than the obligation 
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to give and take, which is typically reciprocal. Further activities of this nature will be discussed 
below. 
▪ Clarity and Openness: Associate consultants reported clarity of what is required enables them 
to manage expectations, be they working towards deadlines or specifics around delivery 
process an outcome. For example, associate consultant 110 mentioned, "I think where they’ve 
been really good has been, there’s been real clarity on objectives. Real understanding in 
terms of timescale”. Indicating that associate consultants believe clarity upfront about the 
work in terms of forecasting of potential work is vital. For example, associate consultant 111 
stated, "I think it's because this particular client is always very open and upfront, provides all 
the information I need, provides the guidance that I need for specific sub-clients, and it's 
always been very good". Providing all information for successful delivery from their client 
not only is a part of their psychological contract but also aids it, as this could amplify 
commitment which is a form of effort into preserving that relationship (Morgan & Hunt, 
1994), therefore, illustrating the relational aspect of the psychological contract.  
▪ Supportive: This can be emotional, informational and or instrumental. Associate consultants 
want to feel supported just like those in traditional employee-employer psychological contracts 
(Coyle-Shapiro & Kessler, 2000; Robinson, 1996; Sturges, Conway, Guest et al., 2005) For 
example, associate consultant 112 said, “I have an excellent contract with one client. I’ve had 
a long relationship with him for about five years and what’s good about our relationship is he 
is very supportive”. Support can come from personal support from the initial client that further 
highlights the relational aspect of the associate consultants' psychological contract as reported 
by them (Cavanaugh & Noe, 1999; Robinson et al.,1994; Rousseau, 1990). For example, 
associate consultant 112 stated: 
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"I did actually have a bit of a confrontation with the end client…that put my client in a 
really difficult position, but he knew that the end-user was being very unprofessional…I 
did work with that client again because I developed quite a good relationship with that 
client". 
Associate consultants indicated they recognised loyalty and trust; they are committed to 
fulfilling their duties, even when their loyalty, trust and commitment is not too apparent to the 
end-user in terms of being overtly supported by the initial client. This further highlights the 
complexities within the multi-layered psychological contract.  
4.2.2.2 Multi-Layered Psychological Contract: Stakeholder Management  
This multi-layered stakeholder management relationship is a complex model as the associate 
consultant has more than one client, the initial client and the end-user. With these clients comes 
two psychological contracts extracted from two sets of promises and expectations working 
together to some degree, for example, associate consultant 110 mentioned: 
“If I have concerns, I raise those with the initial client. But I also share them with the 
end client so everybody is involved in the picture. So it’s not like I work mutually 
exclusively so that I am dealing with one part and not thinking about the other”. 
Associate consultants manage this as they look to a) balance needs of both clients b) appreciate 
the end-users’ needs, and c) look to fulfil all obligations set by their initial client.   
4.2.2.2.1 Balance needs 
When looking at the multi-layered stakeholder management, the associate consultants told me 
they look to balance the needs and interests of all those involved – namely, the client, the end-
user, and the customers of the end-user, to work in a way that is constructive at that point whilst 
also maintaining good relationships with all involved (Clarkson, 1995; Evan & Freeman, 1998; 
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Jones & Wicks, 1999; Porter & Kramer, 2011). The multi-layered psychological contract is 
between the associate consultant and the various stakeholder groups, and a multi mini 
psychological contract is the contract the associate consultant has with the individuals within the 
stakeholder group, such as the end-user’s customer which could be a sub division sector. The 
associate consultant indicated they recognise the different underlying stakeholder perspectives 
(Breukers, Hisschemöller, Cuppen & Suurs, 2014). For example, associate consultant 113 
stated:  
‘"You have to think about the fact that you're representing the client and your end-user so 
you've got to be professional for both parties, as well as for yourself on an individual basis, 
and you've just got to really balance what everybody needs. So you've got to work out what 
you're sent in there to do and balance that with what you're presented with when you actually 
get there". 
Associate consultants indicated that when a client is transparent and speaks openly about the 
associate consultant's involvement, this can strengthen the psychological contract as all parties are 
aware of each other's contribution in terms of expertise and management. For example, associate 
consultant 115 stated:  
"Probably the best example, or instance, is when they talk openly about who we are. There's a 
client who will say, this is X, he is our assessment design expert, and we have chosen to partner 
with him in order to fulfil your requirements. We're experts in this, and he's an expert in that. 
That enables me to speak very openly and freely about past experience". 
4.2.2.2.2 The End-User  
The associate consultant works with the end-user in various formats, majority of them stated 
they have to interact with end-users on behalf of and or with their initial client in a professional 
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capacity, at times applying a form of damage control (Coombs, Frandsen, Holladay & Johansen, 
2010) engaging in the form of conflict management when breaches occur as they are seen as an 
interface in terms of a client presentation. For example, associate consultant 114 mentioned: 
“So I’m quite careful to make sure that that interface sits between me and the end client (end-
user), as it were. The challenge is that there can be situations where you find that the 
appropriate stuff isn’t there and I spend quite a lot of my professional life apologising for 
things that are not my fault and that can be, in all honesty, quite frustrating”. 
 
When an associate consultant focuses on the end-user, three sub-themes were identified, which 
also touched upon the psychological contract with the initial client as well. 
▪   Building relationships: Associate consultants reported building relationships with the end- 
user as and when they see them. For example, associate consultant 110 mentioned:  
“With the two levels that we’re talking about, the consultancy and the end client, especially 
when I started, I always wanted to develop the relationship with the end client. That’s the whole 
point of it, it’s really interesting to meet the end client and to present myself as the person who’s 
delivering the service”. 
As indicated by the majority of the associate consultants, the end-user is their focal point, 
therefore, they focus on building that relationship. Once this relationship is built, they can look to 
engage on a personal level, which enhances the psychological contract they have with the end-user 
and positively diminishes the engagement with their initial client. This proactive refocus of the 
psychological contract adds an evolving feature which enhances the relational aspect between the 
associate consultant and the end client. The proactive emphasis is further discussed in Section, 5.8 
as a form of job crafting. 
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▪ Direct contact: This is about conversations and involvement. The associate consultants reported 
conversing with the end-user in order to support them; it is a necessary process for delivery. For 
example, associate consultant 108 mentioned: 
“There has been a lot of conflict that the end-user will come and discuss with me. ..We have 
conversations on what’s not working, what’s working and I do that with the end-user, not so 
much with the client because the client just gives me the contract and says, this is what I want 
you to do and I deliver it. But if there are any challenges, I’ll feed that back”. 
There appears to be some relational crafting engagement (Berg et al., 2013), typically, the 
research on relational aspects of job crafting to date have been predominately overlooked 
(Rudolph, Lavinge & Zacher, 2017; Wang, Demerouti, & Bakker, 2016); however, it is quite 
dominant in the finding of this research. This is further discussed in Section 4.2.3.  
▪   Indirect Contact: Associate consultants indicated they manage expectations indirectly through 
conversations with others. Their psychological contract is typical in the sense that they also focus 
on mutual promises that are believed to have shaped their attitudes on a client appointment such as 
fairness, trust and delivery on promises made (Guest & Conway, 2001a; 2001b). However, 
managing the expectation of promises made based on the psychological contract with the initial 
client is an apprehension that needs to be worked out as soon as possible as on an appointment, the 
focus shifts to the end client. For example, associate consultant 111 stated:  
“I think the particular promise was to do everything in my power so that the end-user was not 
aware of any issues that cropped up that might have impacted on the assessment process…So 
when the end-user is not happy with the process, it’s about working so the end-user is happy 
and feeding back to the main client, so the initial client, so that they are aware of what’s 
happening so that they can manage their relationship with the end-user better”. 
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A part of managing expectations, associate consultants indicated working with any changes that 
are involved. They told me that, when they are not privy to the delivery conversation updates, they 
may still need to manage the expectation set, even when they are ever-changing. For example, 
associate consultant 110 stated, "It was agreed between the client and the end client without my 
involvement. When I went in, it was still evolving and changing”. This indicated that associate 
consultants appear to feel they need to deliver to the end-users request regardless of initial 
promises made.  
4.2.2.2.3 The Initial Client 
The promises the associate consultant and end-user implied towards one another are harnessed 
by the initial client conduct. When looking at the multi-layered stakeholder management aspect of 
the commitments, the initial client plays a crucial role. How that initial client manages the project 
will influence project performance which is delivered by the associate consultant to the end-user. 
The focus is, to some degree, still towards the end-user. When an associate consultant focuses on 
the initial client, two sub-themes openness and managing expectations were identified, which also 
touched upon the psychological contract with the end client as well. 
▪ Openness: As reported by the associate consultants, when the initial client is transparent 
about using associate consultants to help them deliver a project, it allows them to talk freely 
about their involvement which aids project outcomes (Khalfan, McDermott & Swan, 2007). For 
example, associate consultant 115 stated: 
“when they talk openly about who we are. There's a client who will say, this is X, he is our 
assessment design expert, and we have chosen to partner with him in order to fulfil your 
requirements. We're experts in this, and he's an expert in that. That enables me to speak very 
openly and freely about past experience". 
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 However, it is understood that all work is done under the umbrella of the initial client. For 
example, associate consultant 108 highlighted: "When the client is aware of the multi-layers and 
does it from a place of integrity, it all works very well. It was a very successful intervention from 
the client and the end-user appreciated it". 
Associate consultants reported transparency from the initial client regarding the associate 
consultants' involvement; this openness is appreciated as it allows each party involved to discuss 
concerns freely. The openness in this situation further highlights that the relational aspect of a 
multi-layered psychological contract is a key ingredient for a productive relationship and 
successful delivery.  
▪ Managing expectations: Many associate consultants reported making promises to ensure that 
they manage expectations set by the initial client in order to fulfil the delivery requirements for the 
end-user. From the initial client’s perspective, there is a focus on the transactional aspect of the 
psychological contract, to simply complete work within the hours given. For example, associate 
consultant 108 mentioned: 
“The initial client is not looking for a job outcome, they are just, we’ve got eight hours and 
these are the hours you’re given with this particular client. This is some of the things we 
expect. I write reports on the sessions I have so that’s managed that way”. 
As indicated by the associate consultant, their focus seems to be on the relational aspect of 
psychological contract rather than transactional. The relationship element here is about a mutual 
understanding to ensure effective delivery, regardless of the direction of the relationship and who 
the relationship is with in terms of representatives from the initial client in order to deliver a 
professional outcome for the end-user.  
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4.2.2.3 Repairing: Breaches and Violations  
When promises are broken, a breach or violation occurs, many associate consultants state that 
they look to repair immediately to fulfil the appointment needs in order to rebuild that relationship 
with clients, which is novel and unique to this group, usually in the traditional employed setting it 
is just about finding an agreement to move forward (Tomprou et al., 2015). However, it may not 
always be possible for some appointments. When looking at how an associate consultant 
determined that a breach or violation in their psychological contract had occurred, findings 
illustrated that two themes were evident, either a) associate consultant was to blame or b) it was 
the initial client. Breaches and violations run throughout the multi-layered psychological contract, 
so will also be discussed in that context.  
4.2.2.3.1 Associate consultant  
   Numerous associate consultants reported there was only one reason for them breaching the 
psychological contract; they believed the breach from their side was due to a genuine mistake they 
had made rather than breaking the promises made. They look to rectify their mistake as soon as 
possible; this is to be expected from a professional stance. For example, associate consultant 109 
described incidents where two people had the same name on the delivery they were involved with.  
"I was giving feedback to X, halfway through the process and it wasn't the one… And I said, 
can I just check, and I just had to be upfront and say, I'm ever so sorry, I've got you mixed up with 
somebody else. I didn’t confess. (And the end client?) That was the thing, I just kept it quiet…Yes, 
I sorted it out. I thought if I say anything, then I could jeopardise any future work. So, I suppose in 
some ways, I was not being very honest about that but it wouldn’t have looked professional at all. 
It definitely didn’t look professional. I’ve never made that mistake ever again though, I can tell 
you”. 
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Associate consultants indicated due to being appointed on for their expert skills, they, therefore, 
applied autonomy, which provided them with the tools to correct the mistake enabling them to 
engage in a form of job crafting, reactive crafting and collateral crafting. As reported by them, 
although they had been dishonest, confessing to the mistake would jeopardise their professional 
relationship and, therefore, forfeit any future work appointments, thus, ending the psychological 
and any other form of contract. By correcting their mistake, they are possibly, to some degree, 
upholding their promise of professional standards, thus, ensuring the relationships are upheld. 
From the data collated, a mistake was the only source of breach/violation that associate 
consultants attributed to themselves. 
4.2.2.3.2 Clients 
Many associate consultants reported when their clients breached the psychological contract, 
they felt that their clients had abused their trust and not met the promises made, which they stated 
impacted their current and future behaviour in their working relationships (Rousseau 1995; 
Morrison & Robinson, 1997) thus effecting the maintenance of their psychological contract. For 
example, associate consultant 112 mentioned:  
“They wanted me to change something I’d written in the report to make her come across as 
being more directive and arrogant than she actually was. I didn’t see any evidence of that in 
the assessment …so I don’t feel comfortable with writing that. So he actually changed the 
report that I had written and it was published in my name. But they then asked me to go and 
have a feedback session, this woman sat there in front of me, she said, why did you write this 
about me, this isn’t me? I was just sat there thinking, I want to actually say, I didn’t write it 
about you, love. Someone else has written it but put my name on it. It was horrendous”. 
The associate consultant engaged in what can be called acceptance crafting as they just 
accepted the process of unfairness but accepted it for that moment in order to remain professional 
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and not look to blame others, specifically their client. This is an unusual and newly discovered 
type of job crafting and psychological contract in terms of maintenance for the relationship to 
continue.  
Many associate consultants had stated that they looked to repair and rebuild the breached 
relationship with all parties involved in the multi-layered psychological contract. For example, 
associate consultant 108 stated: 
"I felt that we had done the job to the best of our ability but the end-user complained, which 
then meant the client had to get involved and then research and investigate the complaint…I 
had to repair the trust because if an internal end-user complains about a service that the client 
has provided for them, there is always that, there is a kind of a tear and then you have to repair 
that". 
The associate consultant has indicated the multiple layers within the psychological contract 
needed to be protected, a complication that isn't usually discussed or mentioned in the traditional 
concepts of psychological contracts. When asked "Did your client do anything in between to 
repair this relationship"? Associate consultants mainly stated that clients do not do so. For 
example, associate consultant 110 mentioned, "No, they didn't, strangely enough. So they had 
conversations but they didn't do anything and, in fact, had confidences with the client, the end 
client, that they didn't share with me, so it was a complex relationship really". It is apparent from 
the quote above that the lack of communication and information shared contributed to this 
complicated relationship which encompasses multi-layers of individuals. 
4.2.3 Research Area Three: Job Crafting with Collaboration     
This section will address RQ3 which was discussed in Chapter One, section 1.5, and focused 
specifically on job crafting with collaboration concerning how it may alter the psychological 
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contract and the multi-layered psychological contract for the associate consultant. The COR theory 
mentioned in Chapter One, section 1.5.2, highlighted associate consultants high job demands and 
how they might perceive actions required. Their job resources may impact work pressures they 
feel (Bakker, Demerouti, & Sanz-Vergel, 2014; Van der Doef & Maes, 1999). Tims et al., (2012) 
job crafting theory looked at increasing and decreasing demands from an employee perspective, as 
well as the interactions aspect inside and outside of the organisation in terms of relationship 
boundaries; this research found some similar outcomes but with very specific nuances of job 
crafting. For an associate consultant, job crafting with collaboration would be different as their 
main connection is within the context of the psychological contract.  
RQ3: How and why does an associate consultant engage in job crafting and collaboration? 
There are two parts to RQ3 - reasons why an associate consultant engaged in jobs crafting and 
what factors contributed to them collaborating with others, where it is not quite a sequential 
process, the two do, however, overlap with each other, five emergent themes were uncovered 
(Figure 4.4) as job crafting generates engagement which enhances work performance (Tims et 
al.,2013a).  
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 When an associate consultant starts to job craft and/or work with others, the psychological 
contract changes as the orientation of the initial promises and expectations evolve. This is called 
collaborative crafting and has been discussed previously by Leana et al., (2009). However, here 
with associate consultant it is different as it is more about ad hoc collaboration as it is usually a 
new team on every appointment. So the focus on the collaboration is more about the promises 
within the psychological contract.  
4.2.3.1 Request from Client Side 
Associate consultants reported job crafting at times is requested by clients as well as a possible 
need; this work adjustment can either have a positive or adverse impact. Further five new and 
novel types of job crafting have been identified below.  
Associate consultants indicated that when work is delivered to the original expectation, 
subsequently they are asked to alter that work, which adds further work to an appointment that 
was not initially agreed upon but nevertheless needs to be delivered; this can create a breach in the 
psychological contract due to the job demands (Matthijs Bal, Chiaburu, & Jansen, 2010; Restubog 
et al.,2010). For example, associate consultant 111 mentioned:  
"I was disappointed because I didn't feel I was breaking my promise to them. I felt that they 
hadn't really thought it through and they weren't quite sure what it was I needed to promise. 
So, they set up the process, and then it turns out that they actually needed me to promise a lot 
more than they'd originally thought; so stuff I had to spend time collating, information that I 
hadn't initially been asked for". 
Associate consultants reported regardless of the client creating a breach, the onus is on them to 
perform the additional task to ensure the work is completed to the standards the client now 
requires due to their re-evaluation. Reactive crafting is an element that is different than what has 
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been reported in current job crafting literature and may be unique to those that are self-employed. 
Associate consultants indicated that reacting to evolving needs to meet their client's requirement 
means, on occasion, jumping through hoops to meet those additional needs; however, Associate 
consultants stated they also have their limitations. For example, associate consultant 115 stated: 
"I got on and did the changes…After a certain stage, I think after the third iteration, I did raise 
it and said it is beyond what I feel was the agreed number of revisions, this will be the cost for 
further revisions if you need those. ..and then they said no to that, and they did it in-house. So 
having the financials come into play made them a little bit more, I guess, focussed in their 
reviewing and coming to a decision on these things". 
Many associate consultants felt they have not given a fair outcome, but they have to accept this. 
For them, as an external consultant, there is no HR or line manager process to support them. It 
appears they are maybe repairing someone else's breach. Job crafting here describes repairing 
another person's breach. This is a unique finding from this study; collateral crafting.  
Associate consultants reported that altering work based on the client's feedback request could 
create a positive impact which could enhance the psychological contract. For example, associate 
consultant 114 stated: 
“I sent the first two in initially just to make sure that the content was right. They were happy 
with the content but looking for a slightly different structure. So I went back then, revamped the 
structure a bit and made sure that that met their needs, and that is a classic case of going 
through X back to the XX and the XX to X, X back to me and now we’re all happy that it’s 
working as it should”. 
The actions described lead to positivity with that particular client as the associate consultant 
engaged in a form of job crafting in order to use their time and skills wisely (Berg, Grant, & 
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Johnson, 2010; Berg, Wrzesniewski, & Dutton, 2010; Ghitulescu, 2006; Leana et al, 2009; 
Wrzesniewski & Dutton, 2001), which also resulted in all parties being satisfied. The above 
example emphasised the positive effects of the multi-layered stakeholder management as the 
associate consultant liaised with their initial client based on the feedback from the end-user, going 
back-and-forth until each party was satisfied with the result. It appeared the associate consultant 
engaged in multiple simultaneous relational crafting. This is a different form of job crafting, 
which is not fully discussed in the literature as it is used positively here to manage promises 
within the stakeholder group, stakeholder management crafting. In the situation described, it is 
evident that the chain of command was adhered to, as the associate consultant went through the 
initial client rather than directly approaching the end-user in terms of what was required. This 
illustrates that the multi-layered psychological contracts, the relational impact is very much 
considered by the associate consultant. The consideration from the associate consultants side is 
them choosing whom to target with their relational crafting, and this is not something covered in 
the job crafting literature, target relational crafting. This could be possibly seen as an extra layer 
of proactivity.   
4.2.3.2 Applying Expert Skills 
Typically, job crafting is a form of proactive behaviour, driven by employees rather than 
management (Grant & Ashford, 2008). The same can be said for associate consultants as they are 
proactive individuals creating work for themselves based on their expert skills and knowledge, 
associate consultants told me it is a part of their work. An additional three new and novel types of 
job crafting were identified. For example, associate consultant 109 stated: 
“so they are saying we want you and your experience in those situations which might be 
challenging, and we trust your judgement. So it doesn’t make me feel under undue pressure. I 
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feel whichever way I go, whether to push back with the client or whether to do something that 
my own client is not expecting, I don’t find that a problem”. 
 
Associate consultants reported that they would look to make changes that evens out their job 
demands and job resources with their personal needs and abilities which has also been illustrated 
by those in typical employment settings with employed staff (Tims at al., 2012). However, for an 
associate consultant, this has a greater extent than we might usually see, and without any 
management intervention to supply autonomy. 
Four themes emerged when associate consultants indicated drawing on different techniques or 
strategies of crafting, whether if it was related to their own tasks, involved others, or if done for 
simply themselves. When an associate consultant redesigns a particular job they are working on, 
as individuals, they would know their preferences and, therefore, have this information instantly 
accessible (Tims et al., 2014). The task at hand and others involved with the appointment have an 
impact on how the associate consultant can redesign their job. Tims et al's., (2012) general scale of 
job crafting which looked at increasing and decreasing of actions is a good starting point. These 
are expanded below by the four themes reported by associate consultants. 
▪ Increasing Demands: Associate consultant’s report they take on additional tasks by increasing 
the amount of work they put into a particular appointment, investing in personal resources 
(Halbesleben et al., 2014). Associate consultants state, in many instances, that they look to match 
the new expectations set; however, this increases the workload and the demands for the associate 
consultant. For example, associate consultant 111 stated: 
“So they were asking me to give them information that they had not asked me to gather...What I 
had to do was to create a spreadsheet and then go and gather all this information verbally from 
all the associates so that I could answer questions …so that I didn’t look totally 
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incompetent...this increased the demands on me hugely and I was leaving work an hour and a 
half at least later every night”. 
Associate consultants informed me they work towards meeting expectations outside of the 
agreed work and look to meet these additional responsibilities and requirements as they need and 
want to execute a professional expert service, as this is what they believe they promised to their 
client, regardless of the client keeping their promises. Again, the relational aspect of the 
psychological contract is further highlighted not simply because they want to keep a good 
relationship with that particular client but also because they are working in collaboration with 
other associate consultants, drawing on others’ time and, therefore, utilising the relationship they 
have with others to ensure the client's additional needs are met. For example, associate consultant 
109 mentioned: 
"I quite often have done the exercises that we have to deliver myself, which is a big increase in 
work. So it could take as much as a day which is it could double the work if it's only a day's 
work that you're delivering which sometimes seems ridiculous… I believe that I make the final 
product better. If I understand the assessment and do it myself, then I believe I can do a better 
assessment at the end of the day" 
Associate consultants inform me that they spend more time preparing which increased the time 
they spend on a particular appointment (Tims et al., 2010), to ensure they are able to deliver it to 
the highest standards possible. Associate consultants appear to be taking personal pride and 
therefore, job crafting could be seen as a motivator, and this has not been discussed in the current 
job crafting literature, reputation crafting, and therefore is a novel and unique finding. In the 
instance described above, the associate consultant is utilising their own time to ensure the final 
product is better during their own time. They are going above what is expected from their 
psychological contract, but they are also appearing to put themselves through the process rather 
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than simply looking to understand it. They report training themselves to equip themselves on this 
particular aspect that they will be delivering on behalf of their client. In job crafting terminology, 
this is considered increasing demands; however, in this case, it is subtly different as it is a way of 
securing resource energy (knowledge), resource energy crafting. This would be different for an 
employed individual who has training factored into their client management process, and this 
further highlights an associate consultant, due to being self-employed, has to manage their time by 
allocating additional hours to ensure effective delivery for the client. From the situation described, 
there is no evidence to illustrate they are being reimbursed for the additional time, nor have they 
stated highlighting this additional process to anyone; this further adds to illustrate associate 
consultants have a focus on the relational aspect of the psychological contract in terms of 
expectations as their focus is to provide the best service they possibly can in terms of securing 
personal resources such as reputation and competencies. 
▪ Making it Interesting: Associate consultants reported completing additional tasks which are not 
necessarily assigned to them but are beneficial to them, but also making it interesting for them and 
the overall performance for the client (Christian, Garza & Slaughter, 2011; Rich, LePine, & 
Crawford, 2010). For example, associate consultant 109 stated: “I showed them what the 
assessment needed in terms of what was needed out of the role play to assess against. So that 
made it more interesting and also the whole idea is to improve the quality of final product”. 
Associate consultants informed me they looked for opportunities with intellectually demanding 
tasks, which then allowed them to engage in feelings of interest and involvement (Amabile, 1996). 
This can also be described as a form of cognitive crafting. 
▪ Reducing Work: Many of the associate consultants described automating the processes and 
rearranging work processes as they feel overwhelmed and a sense of burning out due to the intense 
demands of the job task (Granter, McCann, & Boyle, 2015; Paškvan et al., 2015; Tims et al., 
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2012). Generally, streamlining the process for delivery had an impact on them as it reduced their 
demands on the day, however, they needed to initially put in the work to ensure that a reduction in 
demands would be beneficial for the actual delivery. For example, associate consultant 112 
respectively. 
“Yes, I’ve instigated some processes that mean that my time to produce output is limited and 
the work is shared more equally between people. So it’s just about changing processes that 
deliver the same output but in less time”. 
This quote described how other associate consultants benefit from the task deduction. 
▪ Anticipated Client Reaction: Associate consultants reported anticipating how their client or the 
end-user reacted to any changes in terms of design or delivery based on the initial promises and 
expectations. Sometimes the associate consultant make slight changes and get on with the rest of 
the day without alerting anybody. For example, associate consultant 102 stated: "I think I’m 
normally quite cautious in altering what I’ve been given to do and I try to only do it in ways that 
they won’t notice”. However, typically, associate consultants would inform and/or consult with 
the initial client or the end-user at some point. For example, associate consultant 114 stated: “I 
recognised that that might have an impact on other people and gained agreement all round that 
that was something they were happy for me to do”. They engaged in a form of sense checking, 
either during the process of job crafting or before commencing.  
From the variety of quotes above, it appears they are committed not only to the project 
outcomes but also to the individuals involved, the relational aspects of the psychological contract 
is clear as they fulfilled the promises to those they had discussions with. This can be seen as an 
extension of the proactive nature of crafting, a degree of anticipation of others’ responses when 
crafting; therefore, the associate consultant used their expertise and judgement to craft. There is 
limited research on this aspect of job crafting. 
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4.2.3.3 Influence and Feedback  
There are times when the associate consultant needed to influence by providing information 
that would be beneficial to those they were working with. Sharing useful information created 
relationships with each other, which could influence future work opportunities. For example, 
associate consultant 110 and 109 stated, respectively. “Really positive outcome, and it started to 
develop a longer-term relationship” and “The role players knows that they’re there to provide a 
service and they’re generally interested in getting feedback on the service that they’re providing”. 
The above quote describes not only what an individual takes from that shared information but 
also highlights the type of individuals they share information with. For example, if they work with 
role players actors in a simulation exercise, they need to ensure that they are delivering to a way 
that supports the associate consultants’ analysis. Therefore, the associate consultant is working on 
the relational crafting element of job crafting. This type of for crafting at that point creates a form 
of the psychological contract between themselves and the role player, at that point, that they have 
made. Although this particular new psychological contract appears standalone for that time, it is 
actually linked to the initial psychological contract the associate consultant made with their initial 
client as it is a part of meeting the promises made when committing to project requirements. 
The multi-layered psychological contract is a clear concept with associate consultants, be they 
working with others or tapping into the nuances of working with others whilst engaging in job 
crafting and the appointment when delivering or designing. Associate consultants indicated they 
ensure feedback to the relevant bodies within the multi-layered psychological contract aspect, 
therefore, confirming they are working in a collaborative format. For example, associate 
consultant 113 stated: 
"But at the end of the day, I did feed back to the agency (initial client). They had nothing to do 
with the design of it, but I did feed back to them to say actually I think they needed to know in case 
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there was any comeback, because I couldn't see how they (end client) were making decisions 
about what candidates they were going to take on. It was all a bit farcical from a psychologist's 
point of view. So I just thought it was fair that they knew about that". 
Associate consultants indicated that they look to be fair and transparent as much as possible. 
Transparency Crafting is new and certainly unique to this group.  
Associate consultants collaborate with other associate consultants. Research by Kaulio (2018) 
conceptualises project networks as psychological contracts (Conway & Briner, 2005; George, 
2009; Rousseau, 1995, 1998). More often than not, typically associate consultants reported 
working in work teams for a project and not necessarily project networks but with some similar 
guises. For example, associate consultant 101 stated: “I would say I think 100% of my time is 
working with others and the others could be other associates, other consultants, working with 
the clients, working with the larger agencies but that less”. 
Associate consultants reported a multi-layered psychological contract; however, when they are 
job crafting, the emphasis is on the actual task itself. Although, on many occasions, they also had 
to collaborate with others and, therefore, the job crafting aspect is also about making the working 
relationship effective. This is similar to what has been described by Ravishankar and Pan (2008), 
when referencing employed individuals, they highlighted that professionals are not only 
committed to the organisation that they belong to, they are also committed to working teams 
which they are associated with, along with clients they represent.  This is an extension of 
relational crafting. Also, in many instances associate consultants have worked with the others in 
the past. For example, associate consultant 114 mentioned, "I’m working with teams of people that 
I have worked with on more than one occasion. So there tends to be quite an informal relationship 
under those circumstances around allocation of roles”. This indicated that the experience of 
working together is fruitful as the relationship has already been formed. For example, associate 
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consultant 109 stated: "We've worked together for many years on many different projects, which 
really helps". This is known as the "temporal paradox" (DeFillippi & Sydow, 2016), where project 
actors have created an informal organisation based on their previous experience of collaborating. 
This is, in essence, a replication of what came together in past, present, and possible future project 
work which illustrates a duplication. This is different for associate consultants; however, similar in 
the context of those who previously worked together, therefore, they have some understanding of 
each other's work ethic. This was referenced earlier when discussing project networks (Chapter 
One, Section 1.4.2.1).  
4.2.3.4 Working together 
Associate consultants reported calling upon other Associate consultants directly to help them 
deliver a particular project. For example, associate consultant 103 mentioned: “I used another 
psychologist I know to help deliver some soft skills training on reflective practice". This is 
typically seen in project-based work, which tends to rely on a mix of knowledge workers 
allocated to each project (Kinnie & Swart, 2012). 
When associate consultants indicated working with others, they mentioned including them in 
discussions, therefore, allowing everybody to feed into the process. This form of collaboration is 
very inclusive. For example, associate consultant 105: 
“As centre manager…I always ensure that I brief the assessors. I will always make sure if the 
client is on site that the client is involved in that briefing, and I give the client an opportunity to 
share their views and their concerns or their points. I always make sure that before the 
assessors leave, that I give them the opportunity to ask any questions, but also make sure that 
they know that I’m accessible during the day”.  
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4.2.3.5 Taking the lead 
Associate consultant’s report being given autonomy to some degree as they are not outright 
managed. Typically, an associate consultant will be working with others and whilst they are 
leading the project, they have taken the initiative to alter a process which will benefit others and 
that project. For example, associate consultant 110 and 113, respectively stated: 
"I was leading, yes, and the demand for the write-up is significant, the number of write-ups that 
need to be done…So I changed the process and now we do something much more interactive 
that enables the assessors to write the information directly onto the required document where I 
don't have to be part of that". 
“I tend to break it down, whatever the interview or whatever it is. So in this case, we were 
doing a CBI, so I’d break it down and we agreed…I prefer to take the lead so that I can make 
sure that there’s some consistency in there”. 
In the above quotes, associate consultant illustrated further autonomy due to their skills and 
expertise, and this further emphasised that they have kept to the promises made in the multi-
layered psychological contract. This is more aligned with relational crafting because they 
illustrated a supportive aspect to the end-user which will naturally have some form of input with 
the initial client; this then showed the filter down relational aspect of the psychological contract 
for associate consultants. This is a key element of the multi-layered psychological contract for an 
associate consultant. 
4.3 Chapter Summary and Next Steps 
This chapter discussed associate consultants’ experiences of complex psychological contracts 
and job crafting activities, reporting the importance of the relational aspect of psychological 
contract and job crafting for associate consultants. The clear focus on the relationship with clients, 
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end-users and other stakeholders which described the multi-layered psychological contract the 
associate consultant’s manoeuvre through to craft tasks for an effective outcome for their clients 
based on expert skills and knowledge and job crafting abilities.  
The findings described a clear understanding on how an associate consultant’s psychological 
contact is formulated given the fact there are no formal work agreements or understanding to 
build from, and, therefore, has a focus on specific types of relationships manufactured. This 
suggest that and illustrated that Rousseau’s (2001) four sequential phases requires some 
modification to incorporate contemporary workers. This is further complicated by the multi-
layered stakeholder management, due to working in a client and end-user focused environment 
with other colleague type individuals (Arnold, 1996; Herriot & Pemberton, 1997; Marks, 2001; 
Millward & Hopkins, 1998; Rousseau, 1995; Rousseau & Greller, 1994; Sims, 1994) working 
on an ad hoc basis, thus, a multi-layered psychological contract has been discovered within this 
research. The various layers of the psychological contract dictated activities such as the level of 
interaction provided to each party and how work was delivered. The findings described how 
proactive behaviour is undertaken as job crafting (Berg et al.,2013; Tims et al.,2012, 2014) is a 
dominant activity which alters the psychological contract for all parties involved. Job crafting 
within the multi-layered psychological contract where breaches were repaired rather than just 
understood illustrated relational activities which were part of the promises made within their 
psychological contract as expert skills and knowledge were utilised as required. The types of job 
crafting activities found in this research are novel and unique to the group due to the very 
specific relational aspects of an associate consultant's multi-layered psychological contract. 
This study illustrated the similarities and differences of the psychological contract and job 
crafting theories from those that are employed. The nuances illustrated the differences and how the 
gap in the literature needs to be filled by modifying current theories to represent the increasing 
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population of self-employed individuals. The next chapter discusses the key findings and what the 
implications of these findings could have on the stakeholder group along with some limitations.  
 
 
 
 
 
 
 
 
Chapter Five: Discussion 
5 Chapter Abstract 
The previous chapter detailed the findings from this sequential research study. This chapter will 
discuss the results. It begins with a discussion of the key findings which addressed the three main 
RQs. The discussion considered the results of both studies with reference to the literature reviewed 
in Chapter One, stating the similarities and differences, and where the current literature would 
benefit from extensions and modification. For example, the intrinsic job crafting activities the 
associate consultant engages in, such as, reactive crafting and collateral crafting, along with the 
multi-layered psychological contract, which emphasises the complex relational behaviours the 
associate consultant manages in terms of the various stakeholders which effects the development 
and management of the psychological contract. The following sections discuss the implications of 
the findings for theory, for researchers, for intervention for the associate consultants and other 
stakeholders such as clients, end-users and other associate consultants. The methodological 
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choices are then discussed which include the implications and limitations of this study. The 
chapter ends with a summary.  
5.1 Discussion: The Summary of Key Findings   
The principle research statement for this complete study is ‘associate consultants' experiences 
of complex psychological contracts and job crafting activities. Section 5.2 addresses RQ1 that 
found Associate consultants starts to form a psychological contract by initiating contact with 
clients which is typically done through referrals, where trust has been passed over, and networking 
thus the relational concept is the starting point rather than transactional aspects. This relationship 
is fostered through highlighting what expert skills and knowledge they have thus making promises 
of certain deliverables from the outset. This is different from typical employment where the focus 
is usually transactional to begin with. Section 5.3 addresses RQ2 that found associate consultants 
have a multi-layered psychological contract, a new novel concept, as an associate consultant takes 
into account not only their clients requirements but also that of the end-user plus other 
stakeholders at times, this adds complexity to the relations especially where breaches are 
concerned, and it was found that the associate consultant looks to repair that concern immediately 
regardless of the cause as their emotional connection is short due to ad hoc appointments, however 
their commitment is high as the focus is repair for an effective outcome. Section 5.4 addresses 
RQ3 that found associate consultants engage in many unique and novel forms of job crafting 
which adds to the job crafting theory and literature to date. The findings also added to the 
psychological contract theory as the variety and levels of job crafting had specific reference to 
multiple stakeholder management which further demonstrated the relational aspect of the 
psychological contract for associate consultants. Throughout the sections below there are some 
natural crossovers in terms of the findings and themes. Common findings will be discussed by 
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stating ‘many associate consultants', and idiosyncratic findings will be discussed as stating ‘some 
associate consultants. 
5.2. Forming and Developing Relationships  
RQ1 is addressed as the findings in this section described how psychological contracts are 
formed through the building and maintenance of relationship with clients. Associate consultants 
reported approaches taken to initiate relationships which are then harnessed and cultivated through 
dialogues for and with the various stakeholders, decisions on how they are represented, and 
delivery outputs are distinguished as different for this group as the clear emphasis is on 
relationships through promises made.  
5.2.1 Associate Consultants Background  
Study 1 (Quant) captured socio-occupational demographic information about associate 
consultants. Results showed that associate consultants are in the middle-age age bracket, have 
worked as an associate consultant for roughly ten years or more, previously had long-standing 
careers with large organisations before they became self-employed (Audretsch & Thurik, 2000) 
and are educated to degree level at a minimum; therefore, they are an educated, experienced 
workforce. Work by Poschke (2013) described a U-shaped affiliation between education and self-
employment entry (Blanchflower, 2000; Åstebro & Thomas, 2011); this is probably because 
usually the differences across industries (Bates, 1995) or fields of study (Falk & Leoni, 2009) are 
not considered. For this professional group, a form of tertiary education is required. The 
background information of this group gave a prediction that the experiences they were drawing 
from will be in context. This was extended in Study 2 (Qual) where they all had at least ten years 
of current associate consultancy experience to draw from, were minimum degree educated and 
hold relevant professional qualifications for the industry, therefore, had a good understanding of 
the professional standards and codes of conduct. Factors that led them to become self-employed 
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were flexibility, autonomy, variety, freedom, job satisfaction and work life balance/family 
commitments responsibilities, similar to those reasons found in the wider self-employed group 
((Blanchflower, 2007; 1990;Buttner and Moore, 1997; Kuratko et al., 1997; Schien 1978). The 
motives and preferences expressed provided some insight into the types of psychological contract 
they find fulfilling for themselves. For example, Rousseau (2011) found that older and more 
experienced workers have fairly stable psychological contracts and, therefore, could deal with 
breaches professionally. This was also found in this study, for example associate consultants 
repaired breaches immediately for delivery purposes rather than attributing blame or trying to 
reason over the violation. Overall, there is limited research within the two theories that look at the 
importance/effects of demographic variables.  
5.2.2 Initiating and Building Psychological Contracts 
Study 1 (Quant) found associate consultants can build psychological contracts with their 
clients based on initiating a relationship with their clients which is then maintained, whether it is 
short term or long term regardless of the absence of a written work contract. The moment they 
contact a potential client, the boundaries are open to creating a psychological contract. This 
resonates with Rousseau's (2001) research which discussed the formation of the psychological 
contract in terms of the first two out of the four sequential phases, the pre-employment phase and 
the formation of the psychological contract during the recruitment process (Millward-Purvis & 
Cropley, 2003; Rousseau, 1990). Therefore, an associate consultant’s psychological contract is 
formulated over a few initial activities. Associate consultants state what they would like to 
promise by making adjustments and being flexible were they set the scene for expectations; these 
appear to be more prominently detailed and, therefore, quite possibly a crucial element of the 
psychological contract. This would be very different from a typical employment contract for 
traditional employees. Associate consultants work ad hoc; there are no outright contracted work 
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appointments and, therefore, they have the freedom to state what conditions will be more 
acceptable for them, which results in, creating a psychological contract that they're comfortable 
with. 
5.2.3 Mediums for Contacting Clients  
This study discovered that the recruitment process for associate consultants is a relational 
concept as it is usually through referrals and previous working relationships as reported by 
associate consultants; the network element is crucial for an associate consultant as they solicit for 
work. Many associate consultants identified there is no outright job specification/role, simply a 
vague consultancy agreement as being a feature of their work, as usually an associate consultant 
will contact a potential client looking to initiate a relationship and then build on that relationship 
further to gain future appointments that suit their needs. This is different to an employed 
individual who would apply for a position which consists of a job specification/role information, 
and the psychological contract is built around that process in terms of pre-employment and 
selection process appreciation (Rousseau, 2001). This enables the latter to be explicitly and 
implicitly between those involved (Conway & Briner, 2009; Rousseau, 1989) as they have points 
stated in the job specification/role information to draw from.  
At times, it is the client who seeks out an associate consultant, although this is rare as it is 
usually through either pre-existing relationships, referrals from others and new-age skills 
advertising such as online platforms like LinkedIn. It is challenging to see the ‘start’ of the 
associate consultant’s psychological contracts given that there are some activities that pre-date any 
contact with the current client and end-user that have an influence. There appear to be opaque 
elements of the psychological contract for associate consultants as they were referred by another 
person, which means that expectations/reputations may have been shaped without direct impact 
from the associate consultant. Therefore, these initial promises and mutual understandings have 
been pre-marketed, and associate consultants reported the onus is on them to ensure that these 
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promises, and mutual understandings are upheld. They may feel somewhat constrained in their 
discussions with the client by a reputation that precedes them, but that is, to a certain extent, 
outside of the associate consultant’s control (as it has been conveyed by others). Additional to this, 
the LinkedIn platform allows the client to view other relationships the associate consultant has or 
the positions they had held. This format allows the associate consultant to exhibit the type of 
psychological contract they would like to engage in; this initial phase is also a marketing 
opportunity which can highlight promises and mutual understanding of expectations. This is a 
temporal extension of the psychological contract. Associate consultants have illustrated proactivity 
through self-managed forms (LinkedIn), and a more reactive than other-managed forms such as 
referrals. This is not represented in the current psychological contract literature/theory.  
Study 2 (Qual) found the majority of the initiation of a relationship with the client is conducted 
by the associate consultant; associate consultants rarely respond to client adverts seeking associate 
consultants, simply because it is not a role that is usually advertised. For associate consultants, this 
is where the psychological contract starts to commence as they look to create a link through a 
variety of proactive strategies such as referrals, networking and direct contact with clients; the 
associate consultant reported a relational hook. This relational hook, which is a social connection, 
based on commonality and on others’ understandings, which works through the multi-layers of the 
psychological contract for the associate consultant as this is the only contract, they have in terms 
of what is expected based on promises made. For an associate consultant, the promises made are 
based on their mutual expectation, grounded on the services they provide to their clients as per 
their expert skills and knowledge; this is a part of the relational hook, and they in return reported 
expecting clients to give them appointments based on their skills and experiences, thus, not 
wasting their time. Glückler and Armbrüster (2003) state that trust in client-consultant 
relationships is based on reputation, direct client involvement or is connected through a network of 
trusted acquaintances.  From the referral process the associate consultants discussed, they 
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mentioned they don’t necessarily meet the client in person as appointments can be booked and 
completed without physical contact. However, there is a clear difference here as again there is a 
relational aspect, which is twofold. The initial referral is based on the fact that the associate 
consultant has a relationship with somebody elsewhere; there has been a psychological contract, 
which is about trust, loyalty, understanding and work satisfaction (Richins 1983; Swan & Oliver 
1989; Wangenheim & Bayón, 2002). When these aspects are present in a relationship, these 
positive aspects are more comfortable to share with others. Once a professional relationship is 
shared with another professional person again, this highlights the relational aspect. Therefore, the 
new contacts are engaging in a relationship together based on the mutual promises, trust and 
expectations that were created from the original relationship and its psychological contract. To 
some degree, this makes the selection process a social process (Herriot, 1989). It could be implied 
that referrals bank on previous relationships, supporting the creation of new relationships based on 
an existing psychological contract from a separate individual, which then encourages a new 
psychological contract based on third-party promises. There is a hint of multi-layered connections 
there. Associate consultants look to create business relationships; the relational aspects of the 
psychological contract are noticeably one of the first processes the associate consultant engages in. 
This may not be something they do knowingly, but it certainly is an aspect that is required, as 
reported by many associate consultants. This relational aspect is a clear theme that gains 
complexity throughout the relationship process as the associate consultant looks to shape that 
process in order to maintain the relationship for future prospects, by giving out their availability, 
engaging in various job crafting activities to enhance an outcome, all of this without an actual 
contract, thus, pulling on the elements of the psychological contract in terms of expectations such 
as going over and above. The associate consultant is creating a foundation based on the initial 
formation that is advantageous for forthcoming aspects of that relationship. This is very different 
from being in full-time employment and having a psychological contract with an employer. The 
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client is not the associate consultants' employer; they are providing a consultative service for the 
day or a particular project (Kipping & Armbrüster 1998). The associate consultant’s aim is to meet 
the expectations as they reported wanting to be professed as effective (Fondas & Stewart, 1994; 
Tsui, Ashford, St. Clair, & Xin, 1995), for example many associate consultants reported the client 
expected them to use their expert skills and knowledge and go above and beyond (see Chapter 
four, Section 4.2.2.1).   
5.3 Multi-Layered Psychological Contract  
RQ2 is addressed as the finding in this section show what a psychological contract looked like 
for associate consultants, specifically, how it was maintained with multiple stakeholders given the 
complexities of the additional layers and intrinsic activities. This is an extension of Rousseau’s 
(2001) research, as phase three and four discussed is a re-evaluation after the appointment based 
on social interaction and ongoing exchanges of promises between employee and employer. Many 
associate consultants reported this is a complex process as there is a separate relationship with 
each client (Liden et al. 2003); therefore, there is a greater possibility of holding a different 
psychological contract with each client. It is worth noting that this is different from the multi-
agent psychological contract theory as that looks at the establishment of multiple relations with 
different organisational agents (Takeuchi, Chen & Cheung, 2012), along with their roles changing 
over time (Conway & Briner, 2009). This study is not about the agents within the organisation; it 
is about the associate consultant having two organisations to represent, thus, having two clients on 
the one appointment. However, the overarching psychological contract is with the initial client, 
but the emphasis of important changes in terms of delivery needs at that given moment is for the 
end-user, therefore, the psychological contract is actually multi-layered rather than juggling 
multiple contracts. These complexities present different challenges which have additional 
demands for the associate consultant which is not adequately recognised in the established 
psychological contract research to date.  
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5.3.1 Facets of a good Psychological Contract  
In Study 2 (Qual), associate consultants reported what a good psychological contract looks like 
for them, Chapter Four, Section 4.2.2.1. They mentioned meeting promises by going above and 
beyond, thus, increasing demands which have been established in the job crafting literature (Tims 
et al., 2010); the difference for associate consultant’s is that they reported doing this in their own 
time without payment which also highlights proactive behaviour (Moorman & Podsakoff, 1992; 
Locke, Shaw, Saari, & Latham, 1981; Parker et al.,2006) to further ensure an effective outcome 
for their client which enhances their relationship. This shows associate consultants focus on 
relational aspects of the psychological contract rather than the transactional element they engage 
in. When the associate consultant provides a professional service, they reported engaging in 
reputational crafting, a novel finding which illustrates a need to be known for the work 
completed, respected and valued by their initial client and taking pride in their work. This new 
form of job crafting has not been represented in the literature to date. For examples, see Chapter 
Four, Section 4.2.2.1, this area is a type of job crafting which will be further discussed in Section 
5.4. Associate consultants indicated a need to have a relationship with the client and the end-user 
in order to deliver an output that is received as effective, an effective business relationship which 
further points to a relational aspect of the psychological contract. Relational contracts contain 
multiple aspects/facets and that some of these facets had emerged from this study of associate 
consultants. They reported a way of communicating and giving feedback (Blomme, van Rheede & 
Tromp, 2010) where necessary. They also reported doing the best they can with passion, thus, 
adding value to the relationship; this is known as relational appreciation which is also found in 
permanent staff’s psychological contract (De Cuyper & De Witte, 2006; Millward & Hopkins, 
1998).  
Many associate consultants also conveyed being supported, having honest interactions and 
meeting obligations which to them make a good psychological contract; this means the promises 
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and mutual understanding are being reciprocated. When reviewing the typical four types of 
psychological contract discussed in Chapter One, Section 1.3.1.1, associate consultants reported a 
relational psychological contact as they indicated types of support, loyalty (Cheung, Wong and 
Yuan; 2016) and stability. However, regardless of having a long-term relationship with their initial 
client as they worked on multiple work appointments with them throughout the years, the 
associate consultant have various short term relationships with end-users and other associate 
consultants on an ad hoc appointment which may not be repeated when representing their initial 
client, and they still displayed a clear commitment to each stakeholder.  
5.3.2 Utilising Expert Skills to Maintain Psychological Contract and Craft Work  
Some associate consultants indicated being given appointments that suit their skills and ability, 
indicating being appreciated and being valued, which makes their psychological contract strong. 
The relational aspect there spills over to the end-user too, where work appointment is given where 
there are opportunities to job craft, thus, tapping into their expert skills and knowledge. Being 
given as much information as possible to help them support and execute delivery for the end-user 
was valued. The associate consultants saw this as practical support, a form of appreciation and 
value, which is a considered commitment within the psychological contract; this is different to 
obligations stated in traditional psychological contracts. It is a clear decision to commit rather than 
a requirement based on social exchange (Rousseau, 1989; Rousseau & McLean Parks, 1992). 
Many associate consultants indicated taking a balanced approach to representing both clients, the 
initial client and the end-user; this is a multi-layered psychological contract rather than a typical 
psychological contract between an individual and the employee.   
Other indications of what is deemed as a good psychological contract by associate consultants 
is being provided with openness and clarity. They reported this aids their psychological contract as 
it strengthens the mutual understanding of what is expected as the commitment is a form of effort 
that helps preserve that relationship (Anderson & Weitz, 1993; Morgan & Hunt, 1994); therefore, 
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further illustrating the relational aspect of the psychological contract. This type of information 
provides associate consultants with accessible leads to help them identify any future 
breaches/violations. Associate consultants further reported being supported, also by way of trust 
and commitment, by those they represent and indicated clients are fulfilling their promises; this is 
similar to traditional psychological contracts (Cheng et al.,2017; Coyle-Shapiro & Kessler, 2000; 
Harrison et al.,2010; Robinson, 1996; Sturges et al.,2005), specifically, the relational 
psychological contract type. A really interesting issue here is how the associate consultants obtain 
feedback about potential breaches and violations, and that they are able to sense these coming due 
to the honest and supportive relationship they have created with their clients and the tactics they 
use to head off problems. As they were aware of the mistake, they are expecting their client to 
raise the concerns, Associate consultants reported rectifying it immediately with or without 
informing the client, thus, exercising autonomy, remaining professional, honouring the 
psychological contract and working to save their reputation. The difference here for the associate 
consultant is that the client and the end-user are not from the same organisation; therefore, it is not 
similar to the support from a supervisor and subordinates (Cheng et al.,2017) it is more about been 
given the opportunity to rectify the mistake, this is further discussed in Section 5.3.4 in terms of 
stakeholder management. The associate consultant’s report that being supported by one client for 
that appointment can strengthen the entire relationship. This again illustrated the commitment 
towards the relationships within the psychological contract.  
5.3.3 Stakeholder Involvement   
Historically, a typical psychological contract has been noted between an employee and an 
employer. However, the involvement of people other than the employee and employer in shaping 
the psychological contract has only been researched in the form of organisational and dyadic 
informal networks (Dabos & Rousseau, 2013; Ho et al.,2006). This research throughout Study 1 
(Quant) and Study 2 (Qual) has found associate consultants have multi-layered psychological 
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contracts, this is not the same as multiple foci of the psychological contract (Bligh & Carsten, 
2005; Morf et al., 2014) as it is not about the immediate work group which is a typical 
employment setting consisting of colleagues, manager and others at work. An associate consultant 
does not have this hierarchical relationship status format as they work ad-hoc per appointment and 
are not employed by anyone. However, there is some similarity to project networks (DeFillippi & 
Sydow, 2016; Gemu¨nden, 2016; Manning, 2010, 2017; Sydow & Staber, 2002; Windeler & 
Sydow, 2001) as it is a set of different individuals coming together for a specific work project. The 
difference for associate consultants are that the individuals on the work project vary considerably 
as they work on an ad-hoc appointment basis; thus, they are not from repetitive value-creating 
networks like project networks and, therefore, align more so with the transitional psychological 
contract type due to the short-term appointment. However, as reported by associate consultants, 
they are at times reconnected with another associate consultant or clients on an appointment, so 
the “temporal paradox”, the casual loop of knowing someone at some previous point (DeFillippi & 
Sydow, 2016) is not dismissed. It adds to the multi-layered psychological contract, especially in 
terms of receiving support as a high majority of associate consultants in Study 1 (Quant) recalled 
they gained the most support from other associate consultants when on an appointment. Therefore, 
they could be expecting this support as they expect or understand that less support from the clients 
will be given. Thus, the relational psychological contract becomes the focus again. Study 2 (Qual) 
found that this aspect of being a collaborative job crafting element appears to be a unique finding 
within a job crafting component, thus, implying a collaborative working relationship with their 
peers. This again also indicated the multiple layers of an associate consultant's psychological 
contract as colleague type individuals are aiding the associate consultant to meet promises made. 
These multi-layered psychological contracts were elaborated on in Study 2 (Qual), which found 
the layers overlapped so much that they could create breaches and violations. These concerns 
relied on the relational attributes that the associate consultant has with each, and the nuances of 
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how they negotiated through these multi-layers illustrated that the current literature on the 
psychological contract, and job crafting needs further variations to capture these nuances. 
5.3.4 Stakeholder Management  
In traditional employment, an individual has multiple relations with different organisational 
agents. For associate consultants, this is different as everyone is from different organisations;  
This triangular working relationship (Borg & Søderlund, 2014; Bredin & Søderlund, 2010, Liden, 
Wayne, Kraimer, & Sparrowe, 2003; Reich et al., 2013) between the associate consultant, the 
initial client and the end-user is a little unorthodox, and can be viewed as the associate consultant 
engaging in dual commitments  (Liden et al., 2003; George & Chattopadhyay, 2005; Coyle-
Shapiro et al., 2006) which possibly interrupts the content of the psychological contract (Claes, 
2005) and very much adds to the complexity of identifying the stakeholders and balancing their 
needs. The commitment may be overlapping (Gallagher & Parks, 2001) but has a form of working 
together (Swart, Kinnie, Van Rossenberg, & Yalabik, 2014), therefore, allowing for the (potential) 
concerns to be managed better. The dual commitment, as mentioned above, is a triangular 
relationship. This is different from a team working relationships and, therefore, the psychological 
contract theory which relates to team working relationships (Liden et al., 2003; Coyle-Shapiro et 
al., 2006), where the employee will be more committed to the employer than their client, does not 
apply to multi-layered stakeholder management for associate consultants. 
Associate consultants reported self-initiated actions to ensure mutual promises are established, 
understood and maintained, especially since at one point, they will prioritise one client over the 
other regardless whom the main psychological contract is with, a form of target relational crafting 
and agile, targeted crafting. That element of a psychological contract is under-researched and, 
therefore, novel in this research. Therefore, the stakeholder management aspect is a key aspect of 
the relational process aspect as they need to engage with their client, the end-user and various 
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other individuals from either client side or other associate consultants when working on an 
appointment (Arnold, 1996; Herriot & Pemberton, 1997; Marks, 2001; Millward & Hopkins, 
1998; Rousseau, 1995; Rousseau & Greller, 1994; Sims, 1994). The relationship clearly has a 
multi-layered component as there are end-users, the initial client and their staff and other associate 
consultants, therefore, the psychological contract does have various layers. For each layer, the 
relational aspect is key, yet different based on the individual’s needs, as associate consultants 
reported they are required to define whose need is considered the most for that moment. This is a 
form of job crafting for which fulfilment of the relational component of the psychological contract 
requires a transitional requirement such as an agile and creative allocation of associate 
consultants’ resources (time, effort, knowledge, skills). 
For an employed individual, they need to carry on working and complete the job they are 
required to do, and they will get remunerated, and this is a continuous process for them. Many 
associate consultants’ report there is no continuous process, it is about maintaining this 
relationship and pulling on elements from the psychological contract in terms of mutual 
understanding, trust, commitment and promises. These aspects need to be honoured and extended 
to the different layers mentioned above in terms of the multi-layered stakeholder management 
concept.  
An employed individual typically starts to reduce their contribution to the organisation if they 
feel that the organisation has failed them (Robinson, 1996); for many associate consultants, they 
stated the opposite would be the case. For associate consultants being self-employed, they need to 
keep working on the relationship, looking to realign those promises initially made which, due to 
the multi-layered component, is a continuous task. When on a work appointment, they report 
going beyond the call of duty/going the extra mile to secure possible further work, showcase their 
expert skills which may work in their favour for future appointment bookings. These are a part of 
the promises they reported making and what they believe is a good psychological contract, as 
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mentioned above. Associate consultants reported a clear emphasis on support in terms of being 
trusted and displaying loyalty as a mutual aspect of the psychological contract. They appeared to 
be working beyond the implied promises in order to look into very much fulfilling beyond the 
psychological contract obligations. An associate consultant looks to repair breaches that have 
occurred regardless of who has created the breach in order to continue providing an effective 
service, thus, showing they display a higher commitment (Van Dyne & Ang, 1998). The existing 
literature on breaches and violations does not capture this repair and rebuild process in detail and, 
therefore, is novel to associate consultants’ experiences and required to understand the differences 
for a self-employed group. Many associate consultants reported correcting their own and others’ 
mistakes by utilising their expert skills and knowledge by applying autonomy to recover from a 
situation as soon as possible, thus, also protecting the various multi-layers of the psychological 
contract. For example, associate consultant 108 mentioned, “I had to repair the trust because if an 
internal end-user complains about a service that the client has provided for them, there is always 
that, there is a kind of a tear and then you have to repair that”. Typically, in psychological 
contract literature, breaches and violations are discussed in terms of how an individual makes 
sense of the event (Morrison & Robinson, 1997; Parzefall & Coyle-Shapiro, 2011; Rousseau, 
1995) rather than a focus on the repair. Therefore, it is a unique finding from this study as the 
associate consultant looks to quickly understand the concern and repair immediately to ensure the 
end results have minimal disruption. They are crafting a way forward and ensuring relationships 
are managed to uphold promises made in the psychological contract.   
This aspect of managing the various stakeholders becomes complex when they need to address 
breaches and violations, and meet expectations held by a whole set of individuals (Rousseau, 
1995) who appear to be a collective but may have different needs. This provided further evidence 
to suggest there are multi-layers within psychological contracts to consider and manage.  
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5.3.4.1 Direct and Indirect End-User Interaction 
Many associate consultants reported a focus on building a relationship with the end-user as they 
are delivering the work for them, and in many cases, eventually taking over the relationship and 
delivery aspect for the initial client entirely. Having direct contact with the end-user allows the 
associate consultant to work on the relational aspect in terms of building a relationship, where they 
can create trust in a professional capacity which is alluded to in the psychological contract, which 
can support them in performing job crafting activities in collaboration with the end-user. Associate 
consultants reported utilising their expert skills and knowledge to demonstrate influencing skills 
and to build on that relationship with the end-user.  
When associate consultants have indirect contact with the end-user, they need to manage these 
expectations of promises made, based on the psychological contract with the initial client but with 
the end-user in mind. They reported adjusting the work based on the multi-layers within the 
psychological contract. This is slightly different from the direct contact with the end-user as 
associate consultants reported they often sort out conflicts and or concerns directly rather than go 
through the initial client and feedback the specific challenges to the initial client; therefore, 
ensuring relationships are kept on both sides and addressed with a level of professionalism. 
5.3.4.2 Repairing and Rebuilding Relationships   
When asked about breaches and violations in Study 1 (Quant), many associate consultants 
reported these occurring from the client side; a small minority specified they had breached the 
psychological contract. Given the fact that associate consultants informed some of the reasons 
they became self-employed was the need for autonomy and flexibility, they reported using these 
attributes to repair and rebuild these potential violations and breaches. This indicated that an 
associate consultant focused on the relationship and hinted at engaging in the form of crafting, 
which appeared to be different from standard job crafting aspects which typically consist of 
relational, task and cognitive crafting in current literature. The associate consultants reported when 
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the relationship breaks down through a mistake or a breach/violation, where honouring important 
obligations had not occurred as required (Rousseau, 1989, 2011), the immediate thought is to 
correct, repair and rebuild the relationship as soon as possible, regardless of who created that 
breach. It could be the associate consultant themselves, their client, the end-user or another 
individual; regardless, they ensured correct measures were in place, and where possible, without 
the client or the end-user knowing. This is different to coping strategies which resolve situations 
(Bandura, 2005; Carver & Scheier, 2001) in order to carry on; associate consultants indicated it is 
about keeping the promises made based on their expert skills and knowledge. They reported 
engaging in job crafting to rectify the situation, such as reactive crafting and collateral crafting, 
and these are new findings as typically resolving breaches and violation is not adequately 
represented in the psychological contract research (Bordia, Restubog & Tang, 2008; Morrison & 
Robinson, 1997; Rousseau, 1995). Associate consultants reported calling on promises such as 
support stated in their psychological contract (Solinger et al., 2015) to help them and their client 
repair any breaches and violations. Typically, breaches and violations are discussed in the form of 
reactivation of psychological contracts. For example, in Tomprou’s (2015) study focused on post 
violations within the psychological contract, pre-existing relationships focus on the understanding 
that was mutually agreed on from past projects and, therefore, the constraints of the current 
working relationship were mutually understood. Therefore, Tomprou’s et al., (2015) work looked 
at continuing rather than focusing on repairing and maintaining the psychological contract with the 
client.  
Associate consultants’ report their reputation is paramount to keep client relations. Therefore, 
the repair being conducted is a type of job crafting; what they are engaging in at that point is 
relational crafting (Berg et al., 2013). This type of crafting is not discussed too much within the 
literature but is quite dominant in this group. However, for this group, the relational crafting is an 
untold requirement; it is not about discretionary interaction choices, it is about maintaining 
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relationships throughout; thus, again describing working within the boundary of the psychological 
contract where promises were made based on applying expert skills and knowledge to ensure 
effective delivery. This is different from traditional employment and has not been seen in 
psychological contract literature before as it is usually about allocation of blame, fault and 
displays negative attitudinal behaviour (Andersson, 1996; Morrison & Robinson, 1997; Parzefall 
& Coyle-Shapiro, 2011; Robinson, 1996; Robinson & Rousseau, 1994; Rousseau, 1995). For 
associate consultants, such attributions are rare or short-lived because they manage the 
psychological contract in a very different, more proactive and agile manner. 
On the rare occasions when the associate consultant is used as a scapegoat for a political/ 
organisational agenda, this hinders the relationship (Alvesson & Johansson, 2002; McKenna, 
2006; Sturdy, 1997a). However, they still reported continuing to complete that particular piece of 
work, thus, engaging in collateral crafting and repairing someone else's breach, this is a job 
crafting activity that appears to be unique to associate consultants. By accepting they have been 
used as a scapegoat, they are acknowledging remaining professional at that moment and not 
blaming the client in front of the end-user. Again, the focus here is the relationship which further 
illustrated the professional work ethic of the associate consultant. There has been some research in 
traditional psychological contract theory looking into ways to prevent breaches and violations 
from initially occurring (Cassar & Briner, 2011; Dulac et al.,2008; Epitropaki, 2013). Responses 
from associate consultants added to this to enhance this relational aspect. When breaches arise, I 
found that associate consultants were proactively seeking information from multiple sources to 
help them better understand why breaches had occurred and that their emotional response to a 
breach was relatively short-lived and not a key driver of behaviour. They were highly motivated to 
initiate repair by looking to understand why the breach occurred, what could be done to repair it 
and what their clients should have done to repair it in order to support the associate consultant at 
that point, along with providing the initial client and the end-user with some feedback; therefore, 
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again highlighting the relational aspect of how the associate consultant managed the psychological 
contract for both clients. 
5.4 Job Crafting Activities and Collaboration  
RQ3 is addressed as the findings in this section illustrated the many unique job crafting 
activities associate consultants engaged in while also working with others, thus, further detailing 
the multiple layers of their psychological contract. Study 1 (Quant) found associate consultants 
reported that, while working on an appointment, they utilised their expert skills and knowledge 
during the delivery process, thus, engaging in a form of proactive behaviour where they took 
charge and used their initiative to get things done (Frese & Faye, 2001; Parker et al., 2006). These 
self-initiated changes to a task are called job crafting behaviours (Tims & Bakker, 2010; 
Wrzesniewski & Dutton, 2001), which a high majority of associate consultants reported engaging 
in whilst on an appointment representing their clients. Such attributes of work engagement, job 
performance and commitment to the client organisation are typically also found in employed 
individuals (Leana et al.,2009; Tims et al.,2013). Study 2 (Qual) confirmed that the job crafting 
activities undertaken by an associate consultant are qualitatively different and more innovative 
than those undertaken in regular employment. Work by Bakker and Demerouti (2007, 2017) 
illustrated individuals who are motivated at work look for ways to stay motivated, thus, engage in 
job crafting. For associate consultants, it is a matter of ensuring they keep promises of delivering 
effective outcomes based on their skills and expertise. In instances when an associate consultant 
reported being given a very ambiguous task, they have some idea of what is expected of them 
(Greiner and Metzger 1983; Schein 1988; 2002). They reported engaging in a variety of job 
crafting activities as they had been given either limited information, are expected to be in control, 
taking charge and using their initiative to get things done (Petrou et al.,2012; Parker, Tims & 
Bakker, 2010; Van Wingerden & Poell, 2017), which includes utilising their expert skills and 
knowledge. Associate consultants indicated they engage in proactive behaviour (Parker et al., 
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2006), a self-initiated behaviour which aligns with their values and expert knowledge and skills 
(Wrzesniewski & Dutton, 2001; Slemp & Vella-Brodrick, 2013). Associate consultants revise, 
reiterate and rework the design of the appointment, thus, pulling on the relational aspect of the 
psychological contract and look to meet the client needs. This has been supported by Lu, Wang, 
Lu, Du and Bakker’s (2013) research as they found engaged employees craft their work in 
physical and relational ways which illustrated individuals take effective actions to create their own 
person fit roles. Some associate consultants mentioned automating certain processes and adapting 
their interaction styles; for an associate consultant this affected their psychological contract as they 
are adjusting the boundaries. They reported engaging in job crafting when they feel it is required 
for an effective delivery or when they are told to do so, again using their time and skills wisely 
(Berg et al., 2010; Berg, Wrzesniewski, & Dutton, 2010; Ghitulescu, 2006; Leana et al.,2009; 
Sekiguchi, Li, & Hosomi, 2014; Slemp & Vella-Brodric, 2013, 2014; Wrzesniewski & Dutton, 
2001). The reasons and the type of job crafting engaged in are different and unique from those that 
are employed. The differences are due to the specific understanding and interpretation of their 
psychological contract which has a sensitive and complex relational context and is centred around 
dedication to delivering a professional service (Schaufeli et al., 2002). 
5.4.1 Reactive Crafting and Collateral Crafting  
When an associate consultant delivers the work on the initial expectations and subsequently 
alters this work, they are engaging in reactive crafting, where they re-evaluate needs and respond 
to a client’s change in order to deliver as required. This is an element that is unlike what has been 
reported in current job crafting literature and, therefore, possibly unique to those that are self-
employed. The common reasons for this type of crafting would be associate consultants reworking 
based on clients’ new requirements. For example, associate consultant 111 was required to redo 
some work as the client had changed the scope “I was disappointed because I didn’t feel I was 
breaking my promise to them...it turns out that they actually needed me to promise a lot more than 
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they’d originally thought”. Although the associate consultant felt disappointed in this post hoc 
request as they may not have broken the initial promises to the client, however, a breach has 
occurred from the clients' side. To keep the relational and mutual trust in the relationship intact, 
the associate consultant carried out reworks to effectively complete the appointment, and they 
added: “I had to spend time collating, information that I hadn’t initially been asked for”. This can 
also be seen as a breach in the psychological contract from the associate consultant’s perspective 
as the breach is from the client side as they have changed the goal, without informing the associate 
consultant. It is worth highlighting the associate consultant always looks to initially honour any 
additional changes, thus, enhancing their psychological contract. However, they will look to raise 
this as a concern if this becomes repetitive from the client as the associate consultant also has their 
limitations, to some degree (see Chapter Five, Section 5.9.1). Another interesting and unique form 
of job crafting found within this group is that the associate consultant is prepared to repair the 
breach even when they have not been a part of that breach, collateral crafting, repairing someone 
else's breach, thus, working to uphold client reputation thus highlighting how professional and 
trustworthy they are as an associate consultant. This was referred to earlier when discussing the 
multi-layered psychological contract where the associate consultant accepted, they are required to 
take the blame for that moment. Securing the current and future relationship with the client is an 
element that allows the associate consultant to market themselves, for the client to remember them 
going over and above, thus, adhering to the initial promises made, albeit within ethical boundaries 
as much as possible. This has not been debated in the job crafting literature to date and further 
elaborates on the relational aspect of the psychological contract that the associate consultant 
believes in, although Wrzesniewski and Dutton (2001) touched on this when they defined job 
crafting as “the physical and cognitive changes individuals make to the task or relational 
boundaries of their work” (p. 179). From what is described in the above situation, the associate 
consultant indicated that they accommodated the clients' requirements, which adjusted the 
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psychological contract; however, there are boundaries that they believe the client then 
overstepped.  
5.4.2 Stakeholder Management Crafting and Target Relational Crafting 
The multi-layered psychological contract is where the associate consultant has multiple 
engagements with those, they interact with due to the nature of consultancy work. Regardless of 
the initial appointment by their client, they spend a vast amount of their time on site with the end-
user and other individuals, such as representatives from the end-user, as well as other associate 
consultants. This multiple simultaneous relational crafting, where the relationship had layered 
aspects that ran currently with each component, each being as valuable, yet separate, although 
together under the initial psychological contract umbrella, has nuances that have not been 
discussed in the literature to date. An associate consultant needs to manage these promises within 
the stakeholder group; this is a form of stakeholder management crafting. For example, associate 
consultant 114 stated, “a classic case of going through X back to the XX and the XX to X, X back 
to me and now we’re all happy that it’s working as it should”. This is where the associate 
consultant noted that individuals on the same appointment have different needs, and the associate 
consultant adjusted aspects of delivery to accommodate. This points to the complexity of crafting 
across stakeholders, activities and time not previously discussed in the job crafting literature. 
There is inevitably a chain of command (although no hierarchical management as mentioned 
before), as typically associate consultants gain approval from their initial client in terms of how 
much involvement they can have with the end-user and even other individuals on the appointment. 
This provides further evidence of multiple mini psychological contracts, where there are sub-
promises with each stakeholder member such as the end-user’s customer, not just the stakeholder 
group which is the end-user. However, the main psychological contract with the initial client is 
still paramount and promises within that context are honoured but with variances, this was 
discussed in Chapter One, Section 1.4 and Chapter Four, Section 4.1.2.2. Also, in terms of the 
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feedback given to the associate consultant, regardless of which stakeholder it is received from, 
they needed to manage the message given in terms of with whom it is shared/communicated. The 
associate consultant is targeting whom they engage with for relational crafting, target relational 
crafting, a unique aspect which adds to the multi-layered psychological contract. Knowing whom 
to engage with showed an awareness of the relationship that the associate consultant needed to 
nurture for that moment. This type of job crafting links quite neatly to crafting transparency, 
where an associate consultant is given feedback and then looked to actively share this information, 
thus, attempting to be fair and transparent as much as possible within the multi-layered 
psychological contract. These concepts are new types of job crafting, certainly unique to this 
group.    
5.4.3 Role Crafting and Reputation Crafting  
Overall, there is always an element of cognitive crafting (Wrzesniewski & Dutton, 2001) as the 
associate consultant applied their intellect, which allowed them to engage in feelings of interest 
and involvement (Amabile, 1996). This can also involve increasing job demands (Tims et 
al.,2010), which is an established form of crafting, by creating further work from that particular 
appointment, therefore, illustrating proactive behaviour. Another interpretation of this is, referring 
to the literature from organisational role theory (ORT), that roles are "standardised patterns of 
behaviour” (Katz & Kahn, 1966, p. 37) associated with given tasks that are tied to organisational 
positions thus, expecting an associate consultant to create new work appointments for themselves 
due to the nature of consultancy work, new role crafting, where they have taken the opportunity to 
illustrate what they can achieve, and it has resulted in additional work for them to complete based 
on their expert skills and knowledge. This type of crafting has been linked to leaders in an 
organisation with reference to role innovation (Nicholson & West, 1988) and development 
(Ashforth & Saks, 1995; Nicholson, 1984). The leader has been noted as a “particularly 
ambiguous” and poorly specified role (DeRue, Ashford, & Cotton, 2009) and this appears to 
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mirror associate consultants as their role is also very ambiguous based on the ad hoc nature of the 
work. Gjerde and Ladegard (2018) stated that leaders engage in role crafting with a more 
conscious and deliberate mindset and a mindful approach (Sinclair, Donelle & Duinker, 2017). 
Some studies have researched (Ashforth, 2001; Nicholson, 1984) how members of an organisation 
engage in role work such as influence forming, repairing roles when challenged. This thought 
could also be applied to self-employed individuals as associate consultant reported role crafting 
which the current job crafting literature refers to when individuals attempt to innovate or modify 
“role-related expectations, ranging from minor tweaks to major changes” (Ashforth, 2012, p. 162). 
In the array of leadership research, meeting role expectations is vital for leaders who want to be 
seen as effective (Fondas & Stewart, 1994; Tsui, 1984; Tsui et al.,1995). For associate consultants, 
it is not a need; it is a requirement based on the promises made within the psychological contract; 
however, the premise is similar. There is a variety of action taken to ensure effective delivery 
through adjustments per appointment. For example, when the client informs the associate 
consultant that they require a slightly different structure in terms of report style, or when they need 
further changes completed and also the associate consultant may want to improve the process or 
delivery themselves. (For further examples, see Chapter Four, Sections 4.2.3). 
Associate consultants reported applying their expert skills to reduce the work demands or to 
increase work demands specifically to make the result effective and also to make their 
appointment more interesting as well. All of these aspects benefit the client and the end client. 
These outputs have been noted in typical employment settings with internal staff, as stated, via the 
job demands and job resourcing model (Tims at al., 2012); however, for them, this is more 
relevant. Just role crafting has been defined as "role-related expectations, ranging from minor 
tweaks to major changes" (Ashforth, 2012, p. 162). When they increase demands of their work, 
they are motivated and take pride in their work, ensuring it is to a high standard for their client and 
maximising the relationship, reputational crafting, where an associate consultant ensured their 
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status is known by the work they deliver. This is a new addition found within job crafting and was 
mentioned above. This further adds to the psychological contract where associate consultants go 
above and beyond for their client, putting themselves through this additional duty, be that 
spending further time learning or completing pre-work.  
5.4.5 Resource Energy Crafting and Crafting Transparency 
When associate consultants increased demands of their work, they reported being motivated 
and took pride in their work, ensuring it is to a high standard for their client, reputation crafting, 
drawing on and adding to their expert skills and knowledge often applying these outside of work 
hours as mentioned above. In current job crafting literature, this is referenced as increasing 
demands (Tims et al., 2012); however, for associate consultants, it is slightly different as it is a 
way of securing resource energy (knowledge), resource energy crafting. The concept of resource, 
the intrinsic function of meeting goals and satisfying needs, comes from the COR theory where 
resources are valued with the prospect of receiving positive outcomes in return (Hobfoll, 
1989, 2011). The associate consultants reported receiving an internal appreciation of upping their 
knowledge, thus, enhancing their skills to meet clients’ requirements in their own time. They 
satisfy the requirement based on the promises they had made, as the psychological contract is their 
resource. There is not a form of on-the-job training like an employed individual would be entitled 
to and, therefore, unique to them as they managed themselves in terms of time and energy applied 
to ensure the effective outcome of the appointment, thus, drawing on the COR-theory (Hobfoll, 
1989).  
Associate consultants also used their skills to reduce demands (Tims et al.,2012) on an 
appointment to streamline the process; they reported this results in cutting down workload in the 
long run. Although these are can be seen as static one-off changes (Wrzesniewski and Dutton, 
2001), the associate consultants reported it is more about complying with the psychological 
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contract in terms of promises made to deliver an effective service. These changes are not 
noticeable on most occasions, as reported by them.  
5.4.6 Collaborative Crafting  
This research established there is a multi-layered psychological contract, working with others is 
part of the associate consultants' role. Although they do not work in the same manner as project 
networks (Kaulio,2018), they do collaborate with others on an appointment, collaborative crafting. 
This has been identified by (Leana et al., 2009) as a job crafting activity and has been documented 
with employed individuals (McClelland et al., 2014; Ravishankar and Pan, 2008). This was 
initially found in Study 1 (Quant), therefore, working together to deliver the result thus created a 
collaboration, be that on design or delivery of the particular work task. Overall, it might suggest 
that again the relational aspect of the psychological contract is either quite prominent and or 
influential compared to the transactional aspect. This again illustrated the difference between other 
contingent workers and specific groups such as associate consultants who work on an ad hoc 
basis. Working together is to be expected as an associate consultant interacts in collective crafting, 
this is where using each other’s resources and sharing information to strengthen their work 
facilitates their crafting (Hu, Schaufeli, Taris, Shimazu & Dollard, 2019), enhances the work 
output for the client, thus, meeting promises within the psychological contract. Associate 
consultants reported calling upon other associate consultants to support them deliver on projects, 
those with similar skills to them or different skills so the project is fully covered and can be 
effectively delivered, thus, drawing on other specific knowledge workers (Kinnie and Swart, 
2012).  
5.5 Methodological Choices  
A sequential mix method approach was utilised for this research project, a mix of a Study 1 
(Quant) and Study 2 (Qual). Many scholars (Bryman, 2007; Creswell, 2009; Dreher, 1994; 
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Hanson et al., 2005) believe that combining approaches are not unified or integrated enough to 
create an analytical data plan and that the two approaches are fundamentally incompatible. Guba 
and Lincoln (2005) point out that a blended research study represents the superlative of both world 
views, thus, capitalising on the ‘complementary strengths’ paradigmatic stance (Teddlie & 
Tashakkori, 2010) and Lee (1991) stated the two approaches are not mutually exclusive, they are 
actually mutually supportive. For this research, Study 1 (Quant) looked at the big picture, and 
Study 2 (Qual) was then created to capture detail and the nuances. The mixed methods approach in 
this research added to the credibility of this research. For this research study, thematic analysis 
gave rise to the features provided by the qualitative exploration, Study 2 (Qual) of the topic which 
was informed by the quantitative introduction produced by the frequency count for Study 1 
(Quant) (Bryman & Bell, 2011; Tashakkori & Teddlie, 1998). So, therefore, a mixed method 
approach was a necessity to this research design, and both methods were proven to be ‘mutually 
illuminating’ (Bryman & Bell, 2011). Finding out what associate consultants did was the start of 
unravelling a host of behaviours and activities that highlighted the different formats different 
groups execute under.  
This harmony is imperative because it displayed that Study 1 (Quant) and Study 2 (Qual) are 
mixed at the data level and are intertwined and sympathetic of one another which is an essential 
requirement of mixed methods research (Leech & Onwuegbuzie, 2009).  
Creating bespoke tools, a questionnaire and interview schedules, for both studies, although 
time-consuming, was another necessity as the psychological contract and job crafting theories 
have not been explicitly explored together, and neither theory has specifically explored the self-
employed group which is drastically under-researched. Associate consultants are not a part of the 
initial client or end-user’s organisation, they have no formal ties with anyone. They rely on the 
psychological contract to bind relationships to move forward with and for their clients, current 
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tools available to measure psychological contract and job crafting use an individual’s organisation 
as a baseline which was not useful to this group as associate consultants are not represented by 
their client or end-user. Theoretical concepts which were deemed as similar or close concepts to 
the self-employed group, such as temporary employment, project networks along with proactive 
behaviour were utilised as a starting point for the base of psychological contracts and job crafting 
for this under-researched group. The sequential methods used from the familiarisation process to 
the feasibility phase were necessary as a way of testing the two concepts of strength within the 
associate consultant format.  
The number of questionnaires completed, and interviews conducted can be considered small, 
although, in terms of qualitative psychological contract research, it is fair to say they were 
comparable (Dick, 2006). It would have been advantageous to have included further participants 
as this would have added more detail to the understanding of psychological contracts and job 
crafting activities. Due to time constraints, questionnaires and semi-structured interviews were 
utilised for this research project, but other formats of data collection could have been considered, 
such as diary entry analysis and observation. However, given the multi-layered stakeholder 
management, gaining access would have been extremely difficult and risky, as, at any point, the 
participant could withdraw and ask for data collected on them to not be used, and this would have 
impacted the study.  
The frequency count used in the analysis of Study 1 (Quant) consisted of quantative and 
qualitative methods; the combination allowed for capturing associate consultants’ background 
information in terms of demographic and biographic data and captured the prevalence of activities. 
This process was useful to display the medium sized dataset in a relatively concise manner. 
However, during this process, it only measured one kind of behaviour, making the results highly 
selective. The questionnaires were evaluated after the final deadline; however, several researchers 
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recommend using a variety of techniques to evaluate survey instruments at different stages 
(Fowler 1995; Converse & Presser 1986; Czaja & Blair 1996). It could have been advantageous 
to collect and evaluate Study 1a (Quant) and then review and send out Study 1b (Quant). There 
are many benefits to this type of process just as a final pilot or adjustment to gather different types 
of information; for example, further questions on job crafting would have been fruitful. However, 
the time factor was a significant concern.   
Thematic analysis was utilised for Study 2 (Qual), for the semi-structured interviews it is a 
common process used for analysing interviews (Guest, Namey, & Mitchell, 2013), this  
provided a lot of flexibility (Boyatiz, 1998) when I was reviewing the data by recording themes 
and patterns across the transcripts. The themes I had identified were not just words, they were 
also terms that became significant. For example, when associate consultants reported going 
above and beyond, there were many instances of this; thus, it was used as a theme which 
contributed to the rich and detailed description of behaviours and activities associate 
consultants engaged in. This, to some degree, combated concern for using thematic analysis in 
terms of the language used, as it is typically taken from the researcher's world (Gibson-Graham, 
2006). In my study, possible themes were based around words and terms stated by associate 
consultants. A deductive process was initially taken as the main RQs were used to create 
hierarchy themes, and from those onwards, an inductive approach was utilised where themes 
were discovered which resulted in new findings for psychological contract and job crafting 
theory to be modified.  
5.6 Implications  
Four specific areas of implications have been detailed below.  
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5.6.1 For Associate Consultants  
This study allowed associate consultants to describe what aspects of the psychological 
contract were important to them and what types of promises they believed they had made to the 
multiple stakeholders, which clearly illustrated a multi-layered psychological contract is present 
especially with the depth of information they provided based on their recollection of the 
situation and the variety of job crafting activities they engaged in were captured while on an 
appointment. During the debriefing after the semi-structured interviews, many associate 
consultants mentioned that recalling their experiences reminded them of the effort they made on 
an appointment, especially with regards to the interactions and job crafting activities they 
undertook.  This is something they rarely think about, and they stated they seldom get asked 
about their experiences. They mentioned associate consultants would benefit from sharing their 
needs with all parties to allow them to support them better, which would further enhance 
relationships. 
5.6.2 For Theory  
This research study has produced findings that significantly contributed to the psychological 
contract and job crafting theories. The current theories would benefit greatly from modification to 
showcase an inclusion of the new age of working, self-employment, which is currently on the 
increase. 
From my findings, it would be advantageous for the relational emphasis on the psychological 
contract to be considered from a multi-layered perspective rather than the common focus of either 
a bilateral or unilateral perspective. This research has illustrated that external non-employed 
workers have a psychological contract which is quite different from the traditional psychological 
contract, although there has been some work on temporary employees (Claes et al. 2005; Coyle-
Shapiro and Kessler, 2002; Svensson & Wolven, 2010; Isaksson et al., 2010) which highlighted 
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the commitment and relational ties with various colleagues that added to the make-up of their 
psychological contracts as contingent workers. However, these are all aligned to the one 
organisation or project network units, and this is different for an associate consultant who is not 
aligned to either the initial client or end-user but initially works under the umbrella of the initial 
client’s psychological contract. The layers within that psychological contract consisted of 
individuals who again are not all from the same organisation, thus, the layered consideration 
needed to be taken into account as in all cases for an associate consultant promises needed to be 
honoured and are done so utilising their expert skills and knowledge, regardless of the 
relationship. Managing stakeholder needs is a complex requirement that an associate consultant 
does continuously which alters their initial psychological contract.  
At present, there are four main types of psychological contract as described by Macneil (1985), 
which initiated the types by introducing transactional and relational psychological contracts, and 
Rousseau (1995) added balanced and transitional dimensions which have all been validated by 
others (Ang & Goh, 1999; Ang, Kee & Ng‘s, 2000; Rousseau & Wade-Benzoni, 1994). The 
findings from this study have shown that associate consultants predominately hold relational 
psychological contracts, which is similar to the employed individuals. However, associate 
consultants also have aspects that are quite aligned to the transitional psychological contracts with 
some facets from transactional psychological contracts. An associate consultant has many ad hoc 
very short-term appointments where they serve the needs of an end-user and put in long hours, 
often going beyond and above what was agreed. However, in most instances, they do not get paid 
additional fees as it is considered to be providing a professional, effective service. These 
additional aspects are similar to those found in relational psychological contracts such as loyalty 
and trust; however, for an associate consultant without any job security, it is a different type of 
relational psychological contract. The aspect of the long-term relationship can be seen as the 
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interaction with the consultancy firm or the direct client (Millward & Herriot 2000; Robinson & 
Rousseau, 1994), as usually the associate consultant is booked for other ad hoc work. However, 
they at times are not rebooked again but still apply the other relational aspects, along with aspects 
of transactional and transitional psychological contracts.  
An interesting finding from this research was the repair and rebuild aspects of breaches which 
is different from those in traditional employment. The findings illustrated the focus for associate 
consultants is on repairing the breach in order to rebuild the relationship immediately in order to 
execute a professional service, whereas for an employed individual, it is more terminal, where the 
initial focus is trying to understand why the breach occurred, followed by focusing on how they 
might emotionally overcome that situation rather than repair. The commitment concept from the 
associate consultant found in this research is a clear relational hook that has not been emphasised 
in the current literature. The multi-layered psychological contract for those that are not represented 
by an employer needs recognition within the theory.  
A multi-layered ‘Professional Services’ psychological contract provides a clear understanding 
of the aspects of a psychological contract for a self-employed person. The aspects described a host 
of relational features which clearly highlight a unique psychological contract for the self-
employed associate consultant.  
This research proposed an additional typology which has a clear professional services 
appreciation, see Table 5.1.  
Table 5.1 Multi-layered Professional Services Psychological Contract  
Multi-layered ‘Professional Services’ 
Psychological Contract 
▪ Balance of Long Term & Short 
Term 
▪ Repair and rebuild Relationships 
▪ Stakeholder Management 
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▪ Going Above and Beyond  
▪ Clarity & Openness  
▪ Supportive, Appreciation & 
Value  
▪ Trust and Loyalty  
▪ Applying Expert Skills and 
Knowledge  
▪ Job Crafting  
 
Job crafting was one of the aspects that provided great depth to the multi-layered psychological 
contract. Based on the findings from this research, the current job crafting theory would benefit 
from further activities related to job crafting to specifically highlight the relational boundaries an 
associate consultant works within and for when consideration is placed on the psychological 
contract where promises need to be upheld. This research found a host of proactive work 
behaviour (Bindl & Parker, 2010; Frese & Fay, 2001; Grant & Ashford, 2008; Parker et al., 2010) 
was established in associate consultants through several novel and unique job crafting activities 
that have not been previously captured.   
Typically, job crafting has been described as task, relational and cognitive crafting (Ghitulescu, 
2006; Wrzesniewski & Dutton, 2001) and increasing, decreasing demands and resources (Nielsen 
and Abildgaard, 2012; Tims & Bakker, 2010; Tims et al., 2012). Where job crafting has been 
previously discussed within the relational activities context (Ghitulescu, 2006; Wrzesniewski & 
Dutton, 2001), in this research the relational aspect is very different due to the multi-layered 
psychological contract stakeholder management focus where as previously it has only been 
discussed in the format of simply discretion of who to interact with. Work by Petrou et al., (2012) 
touched on seeking resources such as feedback and Leana et al., (2009) discovered collaborative 
crafting. All of these were found in associate consultants, however, due to the complexities of 
their multi-layered psychological contract, further specific intrinsic activities were discovered.  
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This research not only adds to the various outcomes of job crafting (Demerouti, 2014; Wang et 
al., 2017) in terms of managing stakeholders and collaborating with various individuals of the 
associate consultants multi-layered psychological contract but explicitly provides additional types 
of job crafting activity (see figure 5.2) with a clear emphasis on the relational dimensions of an 
associate consultants’ multi-layered psychological contract.  
The job crafting and psychological contract theories, based on this study, appear to be linked, 
and they both focus on actions from individuals which enhanced the working relationship as 
presented in section 5.2 to 5.4. This research study has addressed the gap in the literature by 
answering RQ1, RQ2 & RQ3, given that the current psychological contract and job crafting 
theories are slightly dated and require modification based on the increasing self-employed 
workforce.   
Table 5.2 Job Crafting Activities Self-Employed (Associate consultants) Workers 
Job crafting Activities Self-Employed 
workers 
▪ Reactive Crafting  
▪ Acceptance Crafting 
▪ Collateral Crafting 
▪ Stakeholder Management Crafting 
▪ Agile targeted crafting 
▪ Target Relational Crafting 
▪ Multiple Simultaneous Relational 
Crafting. 
▪ Role Crafting 
▪ Reputation Crafting 
▪ Transparency Crafting 
▪ Resource Energy Crafting 
 
5.6.3 For the Stakeholder Group  
The stakeholder group here is associate consultants, the client and the end-user, thus, the 
practical application needs some attention; more specifically, the client as they are the one that 
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typically initially engages with the associate consultant. If the client were more aware of the 
associate consultants’ understanding of the psychological contract, they have with them, they 
might be able to understand the relationship with further clarity and consideration. The multi-
layered stakeholder management, based on the multi-layered psychological contract the associate 
consultant addresses, impacts the relationship they have with each party and how they adjust the 
work and why. Being privy to this information could provide clients with an understanding of and 
a better appreciation of the concerns the associate consultant deals with when deciding on crafting 
the work. The study can support the client and end-users identify with the associate consultant and 
equip the client with further knowledge of what the associate consultant would benefit from when 
representing them on future appointments.   
5.6.4 For Researchers 
This research project utilised the underused mixed method approach which could be pertinent 
to other research studies, “the benefits of combining qualitative and quantitative methods to form a 
more complete picture of a phenomenon far outweigh the costs of time and effort” (Shah & 
Corley, 2006, p. 1832). The use the familiarisation process to construct questionnaires for a 
sequential research design that continued and completed with a semi-structured interviewing phase 
is a useful technique for under-researched groups and combined two theoretical concepts which 
applied to the group.  
The findings have produced imperative novel and unique ideas which are relevant to other 
research studies in the two fields. Scholars such as Rousseau, Tims and Bakker, Wrzesniewski and 
Dutton may wish to build on this by explicitly recognising how the psychological contract and job 
crafting are closely related and discuss them with a clear reference to ad hoc professional service 
from external individuals which is a growing work group practice.  Researches to date have 
concentrated on the psychological contract and job crafting from the employees’ perspective, 
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much like this research concentrated on associate consultants. However, given the findings from 
this study in terms of the multi-layered psychological contract, it may be fruitful to look at the 
multi-layers element from the employee / client side, given that they are the ones being 
represented, especially in light of job crafting, as the result is for them as clients and employees. 
5.7 Limitations  
It was imperative that, in addition to developing current knowledge of psychological contracts 
and job crafting activities, knowledge of associate consultants and their management of 
stakeholder relationships, the research would have practical application and potential impact. As 
such, a central aim of the research study was to identify good practice, as well as facilitate factors 
and barriers, to be able to make recommendations for practical application. All of these factors and 
barriers identified add to the credibility of the research. 
5.7.1 The Self-Report Measures  
In Study 1 (Quant), the questionnaire responses were mainly restrictive, thus, general (Howitt & 
Cramer, 2008). For Study 2 (Qual), semi-structured interviews, the responses provided depth, so 
coupled together the mixed method approach offered a combination of depth and generalisability 
(Teddlie & Tashakkori, 2010). A clear strength of this study is the mixed method approach, thus 
gaining from using both methods (Bryman & Bell, 2011). 
For both studies, responses given were reliant on self-report and were subject to social 
desirability bias and embellished answers to uphold self-image (De Vellis, 2003). The self-
administered questionnaire was completed online in the participants’ own time and location. The 
one-to-one semi-structured interviews recalled long and complex interactions by an associate 
consultant that could be potentially biased. Given the ethical and BPS guidelines of the participant 
profession, a view is taken that not all respondents engage in social desirability bias (Heggestad, 
George, & Reeve, 2006; Ziegler & Buehner, 2009).  
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5.7.2 Insider Researcher and Own Network   
The associate consultants who took part in either or both the studies for this particular research 
were all from a personal, professional network (Brannick & Coghlan, 2007) rather than the 
broader network of occupational psychologist and HR consultants. It has been stated that an 
attempt to uncover sensitive personal information could jeopardise the research design (Lee, 
1991). However, the advantage for the interviews in Study 2 (Qual) is the ability to relate to 
participants’ situational experiences (Loxley & Seery, 2008), which allowed for exploring further 
due to some pre-understanding of their experiences and situation (Gummesson, 2000). The final 
phase, Study 2 (Qual) was a collaboration between myself as an insider, and outsider-insider the 
associate consultant (Coughlan & Coughlan, 2010). This provided knowledge to create and ask 
questions that were not embarrassing or uncomfortable to relay to the associate consultant 
participants (Hox, De Leeuw, Couper, Groves, De Heer, & Kuusela, 2002; Schnell & Kreuter 
2005).  
5.7.3 The Sample Group 
The sample size was non-randomly selected, recruited from an own professional network 
(Zuber-Skerritt & Perry, 2002).  
For both studies there was more female than male participants, further studies may want to 
equalise the male -female ratio. However, realistically that is a natural representation of associate 
consultants based on my view on the working environment. Each study was piloted and utilised an 
adequate sample size for testing (Crouch & McKenzie, 2006; Marshall, 1996; Willis & Artino, 
2013). The participants varied in age, gender and experience (Rubin & Rubin, 2012). The findings 
of behaviours and considerations for reviewing the psychological contract and job crafting were 
based on the associate consultants’ many years of experiences; therefore, the findings may not 
necessarily equate to associate consultants who are newly qualified and have significantly less 
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work experience in the industry. Future studies could investigate newcomers and less experienced 
associate consultants use of potentially different job crafting activities and the types of promises 
made within their psychological contract. Future studies with a more extensive and random 
sample could test the strength of the findings and claims of this study.  
The focus of this study was from the associate consultant’s perspective, with some questions 
asked from the clients’ perspective based on the associate consultants’ understanding. Further 
questions, in the same manner, would have given more understanding to enhance the 
understanding of the psychological contract and job crafting activities for this group. Analysing 
rich qualitative data (Bryman & Bell, 2011) further by adding some follow up interviews could 
have been arranged when potent descriptions were provided by associate consultants. Another 
way to collate further rich data would be to use diary entries with follow up interviews, this 
would have provided a holistic view, however this could be too time-consuming and taxing for 
the associate consultant.   
5.8 Chapter Summary 
This chapter discussed the key findings from this sequential research study. The results and 
recommendation are needed to potentially expand and modify the current psychological contract 
and job crafting theories to consider the multi-layers with a psychological contract and novel job 
crafting activities, due to the self-employed format of the associate consultant. A critical review 
of the implications and limitations were also discussed. The next chapter is the conclusion which 
includes some potential future research.   
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Chapter Six: The Conclusion 
This final chapter starts by summarising the thesis as a whole and concludes with some future 
research considerations. 
6.1 Thesis Summary  
This research design investigated the complexities of the multi-layered psychological contract 
and job crafting activities experienced by associate consultants who are a niche professional, 
self-employed group. The psychological contract for associate consultants are initiated, build 
and maintained in a different manner than those that are employed. Although there are some 
similarities, the focus is on the relational aspect, and the promises are around applying expert 
skills and knowledge on each appointment, thus implying job crafting is a part of the promises 
and expectations. These promises and expectations are further complicated due to the associate 
consultant having to represent and work for two clients at any given time: the initial client and 
the end-user, where their requirements could be different, however the psychological contract is 
governed to some degree by the initial client. The multi-layered psychological contract 
influenced the reaction to breaches and violations and the levels of job crafting which are 
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conducted by associate consultants. The various stakeholders involved in client appointment and 
how the associate consultant maneuverers between them, negotiating prioritisation between 
clients, even when breaches and violations occur, resulted in a variety of different and unique 
job crafting activities being discovered. These new findings may require the current literature to 
be modified to represent the increasing population who work in this ad-hoc manner. 
The associate consultant repaired the breaches and violations of the psychological contract, 
regardless of who created them. This not only described the value the associate consultant places 
on ensuring an effective delivery based on the promises made, but it also illustrated that the 
depth of job crafting activity carried out goes beyond customising their job tasks to make them 
meaningful.  
However, despite the commitment, loyalty and various stakeholder challenges, an associate 
consultant is still considered an individual who is very much not part of any actual organisation. 
6.2 Future Research 
This particular research study concentrated on a viewpoint from an associate consultant, an 
extension of this study would benefit from involving others, such as the client and the end-user. 
Another extension of this research would be to observe an associate consultant while on an 
appointment; see how they work their way through building relationships and maintaining them 
while negotiating through the various multi-layered psychological contracts. 
Further studies would benefit from exploring the multi-layered psychological contract, job 
crafting and collaboration within other forms of self-employment or even employment such as zero 
hours work contracts, cross-referencing results from this study with other types of professional self-
employment industries. Such industries could include marketing, finance, health; the list is endless 
as professional self-employment occurs across all industries. Another extension of this research 
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project would be to replicate the research project with occupational psychologists and HR staff who 
currently work full-time within the same arena. The results could be compared and discuss terms of 
similarities and differences in the multi-layered psychological contract and job crafting activities 
found in this research.  
The associate consultants in this study were all UK based, future studies could address the same 
research questions in a different location and/or culture where the emphasis on relationships and 
activities undertaken could be very different in a professional setting. It would be an interesting 
concept to see the familiarity and differences per sector or culture, ascertaining the relational aspect 
and the variety of job crafting activities would further add to current theories.  
6.3 Chapter Summary  
This research has provided evidence to add and modify psychological contract and job 
crafting theory. It discussed these two theories with a specific niche group who identify as self-
employed in the professional service arena; a neglected group which has been given a voice to 
describe behaviours and activities that inform the similarities and differences between traditional 
and non-traditional workforces when discussing psychological contract and job crafting theories.   
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Appendix, B 
Participant information and consent form. 
Study 1 (Quant): New age self-employment, the small business service provider – Understanding career choices 
made by associate consultants. Please read the following information carefully raising concerns with the 
researcher.   
 
▪ The purpose of the study:  This study forms part of a PhD in Business Psychology researching self-
employment of Occupational Psychologists/ HR consultants – Associate consultants.    
▪ Participation:  You have been nominated to take part as you are currently work/ have previously worked 
as a self-employed Occupational Psychologist / HR consultant.  
▪ Process: You will be required to complete a short questionnaire which draws together current research 
into factors that contribute to working as an associate consultant. You will be asked some biographical 
questions such as age, number of years work experience etc. The questionnaire will take approximately 
25 minutes to complete the online questionnaire. Paper copy of the questionnaire available on request. 
As a follow up to the questionnaire the researcher may wish to interview (telephone or face to face) 
participants to discuss their responses further. Interview questions will be determined by the findings of 
the questionnaire. If you are interested in participating in this interview (approx. 30 minutes) then please 
tick the relevant section on the consent form.  
▪ Exclusion criterion: The only reason to not take part is if you are not or have never been working in the 
arena of occupational psychology / HR.   
▪ Confidentiality: The researcher has put into place a number of procedures to protect the confidentiality 
of participants. These include:  
▪ You will be asked for your name and email, should the researcher need to contact you at some 
point. Any personally identifying information (such as your or e-mail address which will be 
used to keep in contact with you) will be stored on a password protected computer.  
▪ Only the research team will have access to any identifiable information. This will be kept 
separate from any data and will be treated in accordance with the Data Protection Act.  
▪ Information accessibility: Any information and data gathered will only be available to the research team 
identified in the information sheet attached to the original email. Should the research be presented or 
published in any form, then that information will be generalized (i.e. your personal information or data 
will not be identifiable).  
▪ Storage of information collected: All information and data gathered during this research will be stored 
in line with the Data Protection Act and destroyed 7 years following the conclusion of the study.   
▪ Ethical clearance: The study and its protocol have received full ethical approval from the Loughborough 
Business School ethics committee.  
▪ Withdrawal from the project: You can withdraw at any point. If you do decide that you do not wish to 
take any further part, then please inform the researcher as soon as possible.   
▪ For  further  information:  Please  contact  the  researcher  Alka  Lalji  
o (A.Lalji@lboro.ac.uk).   
▪ Consent: You will be required to consent to taking part in this study. If you have read the above and are 
happy to take part in this study, please click continue give your consent.    
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Appendix, C 
Email Invite to Complete Questionnaire 
  
   
Hello (Associate Name)   
   
Hope you are well and the world of associate consulting is keeping you busy. Please can 
you complete a short survey for me by following the link below. The survey is the first study 
for my PhD that is exploring ‘ New age self-employment, the small business service provider 
– Understanding career choices made by associate consultants’.  You have been selected for 
this study as you have work as an associate consultant in the past. Attached to this email is a 
participant information sheet explaining the study and also a consent form for you to read 
prior to completing the study.   
   
Link to complete the questionnaire – https://www.survey.lboro.ac.uk/study1b   
   
Please complete this study as soon as possible, the end date is the 24th March 2014. I very 
much appreciate your support and time for completing the survey.   
  
Many thanks  
  
        Alka  
   
Ms Alka Parbat Lalji, C.Psychol, C.Sci   
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Appendix, D 
Study 1 (Quant) Questionnaire  Key:  O=Open ended questions   C=Closed ended questions   DDR=Drop down responses with other area for comment  
SR= State up to 5 comment responses   Blue wording = Adjusted for past associates (study 1 (Quant) (b)  
Research Area   Study 1 (Quant)   
Demographics – RA 1  2. Job Title: Please tick one of the following that you feel best describes your professional role.  DDR, C  
3. Please state your age? C    
4. Please tick either one of the following: Female, Male, Transgender. C  
5. Do you have children under the age of 21? C       
5.a. how old are they? C  
6. What is your highest level of education? C, DDR     
7. What core services do you provide? O, DDR  
8. What relevant professional qualifications do you hold? O  
9. Please tick the number of years of experience you have in the Occupational Psychology (Occ Psy) and / or Human Resource 
(HR) arena: C, DDR  
10. What are the key drivers that led you to work in the Occ Psy / HR arena? Please briefly state no more than five. O, SR  
11. How often have/did you employed anyone to work for you or with you on an assignment/project for a client? C, DDR  
Past and current work 
experience Demographics – 
RA 2  
12. As an associate consultant how would/did you best describe your type of self-employment? ☐Limited 
company ☐ Freelance  ☐ Other  C, DDR  
13. Do you also have another job other than associate consulting? C  
13.a. What is your other job? O  
13.b. How many days a week do you work at your other job? C  
13. How long did you engage in associate consultant work during your career? C  
14. At that time did you also have another job other than associate consulting? C  
14. Were you employed by someone or an organisation prior to becoming an associate consultant? C  
14.a. How would you best describe the size of your previous/last full time work organisation? ☐Large > 250     ☐Medium-sized 
< 250   ☐ Small < 50       ☐Micro < 10 C, DDR  
15. What was your employment type and field prior to becoming an associate consultant? C  
16. Briefly explain what lead you to seek self-employment as an associate consultant within the Occ Psy /HR arena? O  
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17. What were the key factors that led/attracted you to becoming an associate consultant? e.g. Redundancy, family commitments 
etc. Please state up to five key factors. C, SR  
Contracts and 
work autonomy– RA 3  
18. When working as an associate consultant, ideally how many days do/did you prefer to work in a week? C  
19. Currently how many days a week do you work? C    20. Typically how many days a week did you work? C  
20. What key factors contribute to you continuing working as an associate consultant rather than working for a single employer 
with a traditional work contract? Please only state up to 5 key factors. O, SR   
21. How often are/were you in contact with other associate 
consultants? ☐Never             ☐Sometimes                  ☐Often                ☐Always        ☐Other  C, DDR   
22. How often do/did you discuss work opportunities with other associate 
consultants? ☐Never             ☐Sometimes                  ☐Often                ☐Always         C, DDR  
23. Who do/did you get the most support from to get the job done when on a work assignment? ☐Other associate 
Consultants ☐Client    C    
24. How do you secure associate work contracts? ☐ Direct clients via recommendations from others ☐Direct clients through 
sourcing work yourself  C, DDR  ☐Work through consultancy firms  ☐Previous full or part time work with the 
organisation ☐Other. C, DDR      
25. Are you currently working?   C      
26. What type of work did you commence after ceasing full time associate consulting? O    
27. Would you ever go back to associate consultancy work? C     
27.a. List up to 5 factors that might lead you to re- commence associate consultancy work?   O. SR   
25. What type of contract did you have to sign before commencing the associate consultancy work? Tick more than one if 
applicable. C, DDR  
26. Have you ever terminated/ looked to terminate a piece of booked work due to the level/type of work requirements changes 
where you felt the monetary rewards were not consistent with what was promised? C   
27. How much time do/did you spend/focus on building a relationship with your client? ☐None         ☐ A 
little      ☐Some             ☐A lot       ☐Other   C, DDR  
28. By what medium do/did you mainly build a relationship with your client? Face to face ☐Emails ☐Calls ☐Social network 
sites ☐Other  C, DDR  
29. How often are you required to be flexible by your client due to change from their side that directly affects 
you? ☐Never     ☐Sometimes     ☐Often    ☐Always          ☐Other C, DDR   
30. How often do/did you ask your client to be flexible due to change from your 
side? ☐Never     ☐Sometimes     ☐Often    ☐Always          ☐Other  C, DDR   
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31. Have you ever solely been taken on for a particular project and at that stage there is absolutely no mention of being used for 
another project in the future? ☐Yes      ☐No, if no, pls go to Q32C  
32. In your opinion is this a common occurrence in the field of associate consulting? C  
33. How often have you tried to keep a relationship with the client after the 'particular' project 
ended? ☐Never             ☐Sometimes                  ☐Often                ☐Always         C  
34. In your opinion has the psychological contract ever been breached or violated by your client/consultancy firm? C  
35. In your opinion has the psychological contract ever been breached or violated by you?  C 
36. What main five key factors led to the breach / violation of the psychological contract? O, SR  
37. When working on a piece of work via a consultancy firm, how often do you negotiate your day rate?  ☐No negotiation, fixed 
by the client    ☐Negotiate, at times  C, DDR  
☐Other   C, DDR   
38. When working on a piece of work via a consultancy firm for another client (the end client), who do you see as your main 
client? C  
39. How much autonomy do you have as an associate consultant when delivering/designing the work? ☐ None at 
all             ☐ Some autonomy  ☐Often    ☐A lot of autonomy ☐Other  C, DDR  
40. Do you make adjustments to work tasks to give you more autonomy to make decisions and to use your specialist knowledge 
and skills? ☐ Never   ☐ Sometimes                   ☐Often  ☐   Always   ☐Other   C, DDR   
41. If none is provided, how often do/did you seek feedback on the quality of your 
work? ☐ Never ☐ Sometimes ☐Often  ☐   Always   C, DDR      
42. How often do/did you adjust the delivery/design of the work to ensure smooth running and or end client 
satisfaction? ☐ Never   ☐ Sometimes  ☐Often  ☐   Always    ☐Other  C, DDR      
43. How often do/did you adjust the delivery/design of the work due to unforeseen changes? E.g. venue concerns, late start, last 
minute client concerns etc ☐ Never             ☐ Sometimes  ☐Often    Always   ☐Other  C, DDR      
44. How often do/did you adjust the delivery/design of the work so others can support the work process more effectively? E.g. 
Swap roles, share roles etc ☐ Never             ☐ Sometimes  ☐Often    Always   ☐Other   C, DDR      
45. How often do/did you to adjust the delivery/design of the work to remove demands that get in the way of you doing an 
effective job? ☐ Never             ☐ Sometimes  ☐Often    Always   ☐Other   C, DDR      
CV and professional 
data  – RA 4  
46. If you have a LinkedIn profile and have no objections please state your LinkedIn profile name so it can be used as part of this 
study to see how you market yourself. C  
47. If you have no objections, please supply your email below. The researcher may contact you should they require any further 
clarity in terms of your responses. C  
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Appendix, E 
Terminology 
Psychological Contract 
“An individual's implicit belief in mutual obligations (expectations) between that person and 
another party” (Rousseau, 1989). 
“An individual's belief regarding the terms and conditions of a reciprocal exchange agreement 
between that focal person and another party … a belief that some form of promise has been made 
and that the terms and conditions of the contract have been accepted by both parties” (Robinson, 
& Rousseau,1994). 
Job Crafting 
‘‘the physical and cognitive changes individuals make in the task or relational boundaries of 
their work’’ (Wrzesniewski & Dutton, 2001p. 179) 
"physical and psychological aspects of the job that either/or may be functional in achieving 
work goals may reduce job demands and the associated costs and may stimulate personal growth 
and development" (Bakker & Demerouti, 2007, p. 312) 
“Individuals often have opportunities to redesign their own jobs in ways that better align their 
jobs with their motives (or the outcomes they want to get out of work), their strengths (or their 
strongest personal assets), and their passions (or the activities and topics that genuinely interest 
them)” (Berg et al., 2008, p,3). 
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Appendix, F 
Study 2 (Qual): Semi Structured interview Transcript. 
This interview will last around 45 to 60 minutes. The interview concentrates on  psychological contracts and job 
crafting so I will be asking you questions around your relationships and promises made with your clients and 
how you engage in adapting the work task given to you by your client.  The interview is divided into three 
sections.  
 
Here is a copy of the participant information sheet I had emailed over, please take a few moments to re-read this 
and I am happy to take any questions before we move on.   
The questions will be a mixture of general and specific questions with some follow-up questions. I would be 
grateful if you could go into as much detail as possible. If you would be like a question repeated or rephrased or 
would like to come back to a question a bit later in the interview just let me now. I will be making notes and 
with your permission our conversation will be recorded.   
 
Do you have any questions before we begin? Some general questions to begin with: What are the sorts of / 
types of promises that you make to your clients? What are the sorts of / types of promises they make to you?  
The psychological contract: This is a relationship built between an employer and its employees, and 
specifically concerns promises of inputs and outcomes. It is the unwritten contract which his formed through 
informal discussion and through what both parties knows about each other. 
 
1. In general how do you start to build a relationship with your client or in other words how do these 
mutual promises start to form? A) Can you tell me about a time when a contract that has worked well for you? 
B) Can you give me an example of a time when you this had not gone well?  
What was the project you worked on? Who initiated contact?   
Can you describe the main features of this psychological contact with them? /What were the promises made to / 
by them?  
What did you do that influenced the promises that were made?    What did the client do that influenced 
the promises that were made?   
Who else – if anyone - was involved in the project? Who are the other stakeholders? Did they do anything that 
influenced the contract?   
How did you develop promises with the client? How did you develop promises with the client’s client (if at all)?  
2. Has there ever been a time when you, as the associate consultant felt that the promises you felt had 
been made by the client were broken by them?  How do you react to such broken promises? Can you give 
me an example of this? For this occasion what promises were broken and why?  How did this affect your 
relationship with the end client?    
3. Were times when the client indicated that they felt you had broken promises?  How did you try to repair 
this relationship? If you didn’t, why not?   What impact has this had on your attitude / behaviour towards your 
client and also your end client? What has your client done if anything to repair this relationship?   
4. Tell me about a time when the psychological contract was good between yourself and your client? What 
made it good? What did you do? What did the client do? What outcomes where linked to these actions?  
 
What were the promises made by yourself? What were the promises made by your client?  
What actions helped to ensure these promises were maintained by both parties and not broken? What have you 
done that has helped to maintain this good contract?  In your opinion who put in the most effort into the 
relationship? Why? Has it always been a good relationship? If not what was done and by whom to ‘repair’ it 
when things were not going well?   
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Multi layered psychological contract: When your initial client requires you to work with or on behalf of 
them for their own client – The end user. 
 
5. How do you seek to build and develop the promises between all parties in this situation? Can you give 
me an example of a time when you have done this successfully? What do you do to manage both clients’ 
needs? How did you manage this? What do you take into consideration / think about when you do this?   
How does this impact the psychological contract with your initial client?  How has this altered your initial 
relationship with the initial client?  How did you arrive at the promises? Who else was involved?   
6.  How does your client manage this multi-layered relationship, the relationship between you, them and 
the end user? A) Can you tell me about a time when they have done this successfully and all promises 
were kept? B) Can you tell me about a time when, in your view, their efforts have not been successful?  
How did this impact on your work on the project? How did this impact on words the promises you made to them 
and the promises they made to you?  How was the work / task format agreed for you?   
7. Can you tell me about a time when the end client was involved in the negotiation of the psychological 
contract? How much involvement did the end client have on the delivery of this  project?     
 
What involvement did you have with them on the initial work task format / consultation? What involvement did 
you have in the actual negotiating of the work, delivery of the work and also evaluating the work? What 
involvement did your initial client have at this time?  What did you do in your attempts to meet the needs of both 
clients? How did you go about the work to help ensure you kept to the promises made to all parties?  
 
Job Crafting: Altering the task or delivery of a project, utilising time and skills wisely along with  ensuring 
an effective process for the client. 
8. Can you tell me about a time when you done something that A) increases or B) reduces the amount of 
work done for delivery? Why did you engage in this activity?  Why did you choose to do this?  What 
actions did you take? Did you ask for approval first? Why? Why not?  To what extent was your client aware that 
you were making some adjustments to the task?   What was their response?  What effect do you think your 
actions had on your working relationship / psychological contract with the client? What was the end result?   
9. How often do you have to work with others? Can you tell me about a time when you have worked with 
others on a delivery? Why did you collaborate with them? How did you collaborate with them? Did it help? 
Did you reduce interactions with others involved in the project? What was the reason for this?   How did you 
decide who tackles what aspect?  Did both seek approval for the alteration/adjustment?  How this was all 
managed?  Did this change the mutual agreement that you initially had with your client?   
 
10. Describe a time when you worked in a way that reduced the demands that got in the way of you 
working effectively? Why did you want to do that? How did this alter the initial promises you had made to the 
client? What was it about this situation that led you to do that?  How did others react to this? Have you ever 
done something similar before?   
11. Tell me about a time when you acted in a way that has made the work more interesting, varied or 
stretching? This depends on trust you have with them.   
 
What was it about this situation that led you to do that? What did you do? What factors did you take into 
account? How did your client respond to this?   
What were the outcomes of the specific actions that you took? How often do you do this when working on a 
project?    
 
